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<Project concept paper for the 2017 KSP Policy consulting III>

Support for the Development of Sustainable Operation and Maintenance (O&M) of Urban Railway in Ho Chi Minh City, Vietnam: Phase 2
Date: August 26, 2016
I. Introduction

1. In 2004, the Ministry of Strategy and Finance of Korea (“MoSF”) launched the Knowledge Sharing Program (“KSP”), a knowledge-based development and economic cooperation program designed to share experiences with partner countries. KSP Policy Consulting III is a government program designed to share Korea’s development know-hows and experiences with partner countries and provide comprehensive solutions covering policy consultation, development plan, and financing methods for projects related to urban and infrastructural development. In other words, the program aims to provide tailored policy consultation to partner countries by sharing Korean experiences and support the implementation of policy alternatives considering their current circumstances.
2. Based on the request of Government of Vietnam (“GoV”) to assist urban railway development in terms of operation and maintenance (“O&M”) in Ho Chi Minh, the MoSF and the GoV agreed to implement “Support for the Development of Sustainable Operation and Maintenance (O&M) of Urban Railway in Ho Chi Minh City, Vietnam: Phase 2” (“the project”) in 2016 as one of the KSP Policy Consulting III projects. Under the supervision of the MoSF, the Export-Import bank of Korea (“Korea EXIMbank”) as a government agency for KSP prepared the project. The project impact, outcome, outputs, activities, implementation arrangements, and financing plans are based on consultation with the GoV.
II. Key Issues
3. Ho Chi Minh City (“HCMC”) generates 20% of Vietnam’s GDP and is the largest city in the country, with a population of over 9 million that is expected to grow to 13.8 million by 2025. Ongoing migration from other provinces is increasing the population density, which is already one of the highest in the country. HCMC currently accommodates three export processing zones and 12 industrial parks, as well as the leading foreign direct investment absorber in Vietnam. 
4. As population grows rapidly and private vehicles dominates transportation, road infrastructure is reaching the saturation point, and congestion is becoming severe during peak hours. Since the road network development has already been challenged by space limitations, it will not be able to meet the expected increase in demand. Also, rapid growth in the private ownership of cars and motorbikes has caused heavy congestion along major routes and inner-city areas, contributing to a disordered urban environment with increasing air pollution. Thus, shifting from private into public transportation is a crucial job to be done in HCMC.
5. Acknowledging above mentioned issues, HCMC is putting significant effort to build and strengthen sustainable public transportation infrastructure and system. HCMC People’s Committee (“PC”) is planning to build 6 metro lines, 2 monorail lines, and 1 tram line in urban area of HCMC. Metro line 1 is currently under construction, and will be opened in 2020. Metro line 2 is in a bidding process and the other metro lines are at the stage of pre-F/S or F/S. Furthermore, on December 2015, HCMC PC established a state owned company called Ho Chi Minh City Urban Railways No. 1 (“HURC1”), which will be responsible for overall operation and maintenance of railway infrastructure and system, including training and capacity building of O&M staffs. 
6. The Management Authority for Urban Railways (“MAUR”), and implementing agency of construction and operation of urban railways in HCMC, together with HURC1, needs to carry out preparation work to ensure the first metro line to be operated safely and effectively by 2020. Nevertheless, MAUR barely have experience of managing railway O&M for public transportation as metro line 1 will be the first metro to be activated in HCMC. Hence, MAUR seeks for knowledge and skills from other countries that have experience of constructing successfully operating O&M metro systems.
7. Meanwhile, Korea has successful experience of constructing urban railway infrastructure, together with public transport management systems. In order to meet ever growing demand for efficient public transportation, Korea considerably expanded public transport infrastructure including railways and bus, as well as an institutional arrangement to effectively manage the O&M systems. Seoul Metropolitan City alone has up to 19 metro lines which most of them are effectively managed by public corporations such as Korail, Seoul Metro, Seoul Metropolitan Rapid Transit Corporation, and Incheon Metro. Metro line 2, for instance, is accommodating more than 2.1 million passengers daily, and the number is constantly increasing. Not only Korea is successful in terms of building and implementing effective metro O&M systems, it also pulled off in integrating multi-modal public transportation system at all level in order to ramp up the efficiency of public transportation management systems, which is a crucial task to be reached for long-term development. 
8. Considering HCMC’s social, environmental, and political circumstances, which are similar to Korea’s past circumstances, such as traffic condition, air pollution and a plan to manage O&M system with state owned company, Korea’s experiences could provide useful guidance for HCMC to establish strategic O&M plan and competent policies. Also, Vietnam and Korea have been developing a very close relationship and strategic partnership for many years. In this regard, MoSF agreed to implement the 2016 KSP Policy Consultation project with MAUR, namely “Support for the Development of Sustainable Operation and Maintenance (O&M) of Urban Railway in Ho Chi Minh City, Vietnam: Phase 2” in order to meet the need of GoV.
III. Project Overview

A.    Impact & Outcome
9. The project aims to support establishing sustainable operation and maintenance system in HCMC by sharing knowledge and experiences learnt from a successful case of Korea, thereby, contributing to sustainable urban development in HCMC with more effective and safer urban railways O&M system. The intended outcome of the project is to enhance operation and maintenance quality for urban railway transport, along with improved institutional, financial, and operational capacities of railway transport agencies in HCMC. 
B. Outputs 
10. The outputs of the project will be (1) Diagnostic Analysis of HCMC and Korea’s O&M of urban railways, (2) Policy recommendations for O&M Development, (3) Capacity Building Workshop, and (4) Final Dissemination Seminar.
C.  Activities & Methodologies
The following activities are expected to be conducted: 

11. (Activity 1) Diagnostic Analysis. The Diagnostic analysis will be conducted in three dimensions: (i) diagnostic studies on HCMC’s O&M of urban railway in terms of organization structure, institutional and legislative framework, national and municipality plan, and internal capacity (system and manpower) to identify issues and shortcomings, (ii) case study on Korea’s experiences and best practices for developing O&M, and (iii) Identification of policy implications for HCMC’s urban railway O&M development based on the study of Korean experiences and best practices. In order to share Korea’s experience and knowledge with HCMC in an efficient manner, HCMC’s current condition in regard to O&M development, such as rationale behind the establishment of HURC1, transportation safety issues, urban railway transportation demand forecast, and internal capacity of MAUR should be thoroughly reviewed in order to draw applicable policies and strategies which are suitable for HCMC’s context.
12. (Activity 2) Policy recommendation for O&M Development. Based on the diagnostic analysis, policy consultation for strategies and action plan to build effective and safe urban railway O&M system in HCMC will be provided. Strategies and action plan will include, but not be limited to, (i) optimal organizational structure and institutional arrangement of O&M for both MAUR and HURC1, (ii) ways to improve internal capacity of MAUR and HURC1, (iii) improvement of legislative framework for more effective and safer O&M system, (iv) safety code for disaster response and railway facilities, (v) supervision of management, management facilities, and logistics of O&M, (vi) IT system for O&M, (vii) urban railway fare collection system, and (viii) budget and revenue management of HURC1 will be covered. 
13. (Activity 3) Capacity Building Workshop. In reference to the results delivered from the above activities, five-day of intense workshop will be held in Seoul, Korea in June 2017 [TBD] for working-level staffs of MAUR and HURC1. Qualified experts with notable experience will be invited as instructors of the workshop. The main objective of the workshop is to enhance the staffs’ understanding on major elements for the success of the O&M development, and share know-hows of the Korean urban railway O&M development. The agenda for the Capacity Building Workshop will be focused on the contents of above mentioned findings and policy recommendations. Also, discussion sessions will be provided to share feedback and thoughts of the workshop participants to encourage active interaction between Vietnamese participants and Korean experts and enhance mutual understanding to enrich the outcome of the project.
14. (Activity 4) Final Dissemination Seminar. Based on the outcomes of the policy consulting project, the agenda for the Dissemination Seminar will be prepared. Upon finalizing the seminar’s program and agenda with close discussion with the related stakeholders, the seminar will be held in August 2017 in HCMC, Vietnam. The seminar will perform as a platform to discuss about the results of the project with various stakeholders by sharing delivered findings and policy recommendations to the Government of Vietnam. The exact location and schedule will be determined in the near future.
IV. Project Implementation Arrangements

A.    Stakeholders

15. The Korea EXIMbank will be in charge of the management of the Policy Consulting III Project in close collaboration with the HCMC. The Korea EXIMbank will employ consultants: a team of a firm consultant. The selection and engagement of consultants will be carried out in line with the agreement on the Terms of Reference for KSP consultants between the Korea EXIMbank and the GoV. The following staffs of each party will lead the organization and management of the activities:

· Korea EXIMbank: 
· Ms. You Jeong Park (Project Leader, KSP Team): yjpark@koreaexim.go.kr
· Mr. Sang-Hak Jeon (Senior KSP Specialist, KSP Team): jsh@koreaexim.go.kr
· Ms. Hee Kyung Ryoo, (Project Officer, KSP Team): jasmineryoo@koreaexim.go.kr
· Management Authority for Urban Railways (MAUR):

· Vu Minh Huyen (Head of Organization & Training Division): vmhuyen.bqldsdt@tphcm.gov.vn
· Ho Chi Minh City Urban Railways No. 1 (HURC1):
B.    Work Division

16. The organization of activities and specific responsibilities are as follows:

	Activities
(Milestones)
	HCMC
	Korea EXIMbank 

(KSP Consultants) 

	Activity 1:

Diagnostic Analysis:
· Diagnostic studies on HCMC’s O&M in terms of organization structure, institutional and legislative framework, national and municipality plan, and internal capacity (system and manpower) to identify issues and shortcomings
· Case study on Korea’s experiences and best practices for developing O&M
· Identification of policy implications for HCMC’s urban railway O&M development based on the study of Korean experiences and best practices
	Support the implementation of the activity

	Implement the activity


	Activity 2:
Policy Recommendation for O&M Development:
· Optimal organizational structure and institutional arrangement of O&M for both MAUR and HURC1

· Ways to improve internal capacity of MAUR and HURC1 

· Improvement of legislative framework for more effective and safer O&M system

· Safety code for disaster response and railway facilities

· Supervision of management, management facilities, and logistics of O&M

· IT system for O&M 

· Urban railway fare collection system

· Budget and revenue management of HURC1
	Support the implementation of the activity

	Implement the activity


	Activity 3:
Capacity Building Workshop in Seoul, Korea
	Coordinate with the Korea EXIMbank to finalize the training program and agenda;
Invite participants from the relevant field
	Coordinate with the GoV to finalize the training program and agenda;
Support the logistics for experts and training participants;

Invite experts of the relevant field

	Activity 4:
Final Dissemination Seminar in HCMC, Vietnam
	Coordinate with Korea EXIMbank to finalize the seminar agenda;
Support the logistics for seminar participants
	Design and deliver the seminar;
Support the logistics for seminar participants


C. Expected Schedule 

17. This Policy Consulting III project will be implemented from March 2017 to August 2017. The tentative schedule and milestones are as follows:

	Activities (Milestones)
	Expected Date [TBD]

	Consultation on the project contents with the HCMC
	September 2016

	Confirmation of PCP and ToR, and selection of KSP consultant
	October 2016

	Inception Workshop (Inception Report)
	March 2017

	Activity 1
· Diagnostic Analysis
	April 2017

	Activity 2
· Policy Recommendations
	May 2017

	Activity 3
· Capacity Building Workshop
	June 2017

	Activity 4 (Final Report)
· Final Dissemination Seminar
	August 2017

	Project Completion Report
	August 2017


D. Financing Plan 

18. This Policy Consulting III project is estimated to cost KRW 275,000,000 which will be financed on a grant basis by KSP. 
	Expenditure
	Budget (KRW) [TBD]

	
	Personnel
	85,500,000

	
	Travel
	30,000,000

	
	Meetings, Workshop, Seminar
	70,000,000

	
	Operational expenses
	50,000,000

	
	Drafting report
	10,000,000

	
	Miscellaneous
	29,500,000

	Total
	275,000,000


<Attachment 1>: Basic Project Information
<Attachment 2>: Project Design and Monitoring Framework
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<Attachment 1>
Basic Project Information
	Project Title:
	Support for the Development of Sustainable Operation and Maintenance (O&M) of Urban Railway in Ho Chi Minh City, Vietnam: Phase 2

	Project Type:
	Policy Consulting III

	Project Duration:
	March 2017 – August 2017 (6 months)

	Project Budget:
	KRW 275,000,000

	Stakeholders:
	Korea EXIMbank, Management Authority for Urban Railways (MAUR),

Ho Chi Minh City Urban Railways No. 1 (HURC1)

	Person in Charge:
	Korea
EXIMbank: 
	· Ms. You Jeong Park (Project Leader), 
· Mr. Sang-Hak Jeon (Senior KSP Specialist),

· Ms. Hee Kyung Ryoo (Project Officer), KSP Team

	
	MAUR: 
	· Vu Minh Huyen (Head of Organization & Training Division)

	
	HURC1:
	[TBD]

	Project Activities
	Activity 1:
· Diagnostic Analysis:
· Diagnostic studies on HCMC’s O&M in terms of organization structure, institutional and legislative framework, national and municipality plan, and internal capacity (system and manpower) to identify issues and shortcomings

· Case study on Korea’s experiences and best practices for developing O&M

· Identification of policy implications for HCMC’s urban railway O&M development based on the study of Korean experiences and best practices
Activity 2:
· Policy Recommendation:
· Optimal organizational structure and institutional arrangement of O&M for both MAUR and HURC1

· Ways to improve internal capacity of MAUR and HURC1 

· Improvement of legislative framework for more effective and safer O&M system

· Safety code for disaster response and railway facilities

· Supervision of management, management facilities, and logistics of O&M

· IT system for O&M 

· Urban railway fare collection system

· Budget and revenue management of HURC1
Activity 3:
· Capacity Building Workshop in Seoul, Korea
Activity 4:
· Final Dissemination Seminar in HCMC, Vietnam


<Attachment 2>
Project Design and Monitoring Framework
	Design Summary
	Target/ Indicators
	Data Sources/ Reporting Mechanisms
	Assumptions/ Risks

	Impact: 
· Enhanced accommodation of metro users in HCMC
· Increased connectivity in HCMC
· Improved social and environmental sustainability


	- Increased number of metro users

- Released congestion in Vietnam

- Reduced greenhouse gas emissions from transportation sector

	- Master Plan for development up to 2020 with a vision toward 2030
- IOs’ Vietnam urban transport related research report or publication
- Vietnam’s transportation related greenhouse gas emission report (UNFCCC or IPCC)
	A: Vietnam’s commitment to manage HCMC metro in sustainable manner
R: Lack of competitiveness in procurement


	Outcomes:
· Better operation and maintenance quality for urban railway transport
· Improved institutional, financial, and operational capacities of railway transport agencies in HCMC

	- Reduced number of accident and damage occurred at HCMC metro
- Improved internal capacities of MAUR and HURC1

	- Policy dialogue between Vietnam government and Korean government
- Vietnam’s public transportation safety report
- Number of staffs in MAUR and HURC1, and their organizational composition
	A: Partner countries’ acceptance of the recommendations provided by the KSP Policy Consulting III project
R: Lack of resources for the initial set up and time consuming work

	Outputs:
1. Diagnostic analysis and case study
2. Policy Recommendations for HCMC
3. Capacity Building Workshop in Seoul, Korea
4. Final Dissemination Seminar in HCMC, Vietnam
	- Proposed strategies and action plan to develop O&M of urban railway in HCMC
- Capacity Building Workshop
- Completion of the Final Report by March of 2017 
	- Project Inception Report

- Project Interim Report

- Project Final Report

- PPMR (Project Performance Monitoring Report) & PCR (Project Completion report)

	A: Active and cooperative stakeholders
R: Discordance in project timeframe between HCMC government institutions and KSP;

Delay of the project

	Activities with Milestones [TBD]: 
1. Confirmation of PCP & ToR (Sep. 2016)
2. Selection of KSP consultants (Oct. 2016)
3. Inception Workshop and Inception Report (Mar. 2017)

4. Diagnostic Analysis (Activity 1) (Apr. 2017)
5. Policy Recommendations (Activity 2) (May 2017)
6. Capacity Building Workshop (Activity 3) (Jun. 2017) 
7. Final Dissemination Seminar and Final Report (Activity 4) (Aug. 2017)
8. Project Completion Report (Aug. 2017)
	Inputs:
KSP: KRW 275,000,000

	
	Note: The partner country will provide counterpart support in the form of staff, reports, documents, and other in-kind contributions


<Attachment 3>

Outline Terms of Reference for KSP Consultants

Support for the Development of Sustainable Operation and Maintenance (O&M) of Urban Railway in Ho Chi Minh City, Vietnam: Phase 2
I. Introduction

1. The consultants’ support is required to conduct activities in accordance with key milestones and produce required outputs/outcomes described in the Project Concept Paper for the project, Support for the Development of Sustainable Operation and Maintenance (O&M) of Urban Railway in Ho Chi Minh City, Vietnam: Phase 2, thereby covering all scope of work and having major events such as workshops. 

2. To ensure effective assistance to the Korea EXIMbank, the consultants will be required to (i) work and liaise directly with the Korea EXIMbank, (ii) ensure good coordination with the HCMC, and (iii) keep the Korea EXIMbank informed of all developments in a timely manner. The assignments are subject to change in agreement with the Korea EXIMbank and the HCMC.
3.
The purpose of this policy consultation is to support HCMC, Vietnam in long-term basis, to develop effective and safe O&M of urban railway. As population in HCMC growing rapidly and private vehicles dominates transportation, road infrastructure is reaching the saturation point, and congestion is becoming severe during peak hours. Also, rapid growth in private ownership of cars and motorbikes has caused heavy congestion along major routes and inner-city areas, contributing to a disordered urban environment with increasing air pollution. Thus, HCMC is putting significant amount of effort to build and strengthen sustainable public transportation infrastructure and system, such as metro, monorail, and tram. Along with the hardware, HCMC is also trying to develop urban railway O&M system by establishing separate entity to manage urban railway effectively and safely. In this regard, Korea’s experience of constructing urban railway infrastructure and public transport management system can provide an insight and implications for HCMC to establish strategic O&M plan and competent policies. Effectively and safely managed public transportation is a critical element for sustainable urban development which could mitigate the urban traffic congestion and its impact on economy, human and environment.
II. Detailed Tasks

Following activities will be conducted by KSP consultant:
3. (Activity 1) Diagnostic Analysis. The Diagnostic analysis will be conducted in three dimensions: (i) diagnostic studies on HCMC’s O&M in terms of organization structure, institutional and legislative framework, national and municipality plan, and internal capacity (system and manpower) to identify issues and shortcomings, (ii) case study on Korea’s experiences and best practices for developing O&M, and (iii) Identification of policy implications for HCMC’s urban railway O&M development based on the study of Korean experiences and best practices. In order to share Korea’s experience and knowledge with HCMC in an efficient manner, HCMC’s current condition in regard to O&M development, such as rationale behind the establishment of HURC1, transportation safety issues, urban railway transportation demand forecast, and internal capacity of MAUR should be thoroughly reviewed in order to draw applicable policies and strategies which are suitable for HCMC’s context.
4. (Activity 2) Policy recommendation for O&M Development. Based on the diagnostic analysis, policy consultation for strategies and action plan to build effective and safe urban railway O&M system in HCMC will be provided. Strategies and action plan will include, but not limited to, (i) optimal organizational structure and institutional arrangement of O&M for both MAUR and HURC1, (ii) ways to improve internal capacity of MAUR and HURC1, (iii) improvement of legislative framework for more effective and safer O&M system, (iv) safety code for disaster response and railway facilities, (v) supervision of management, management facilities, and logistics of O&M, (vi) IT system for O&M, (vii) urban railway fare collection system, and (viii) budget and revenue management of HURC1 will be covered. 
5. (Activity 3) Capacity Building Workshop. In reference to the results delivered from the above activities, five-day of intense workshop will be held in Seoul, Korea in June 2017 [TBD] for working-level staffs of MAUR and HURC1. Qualified experts with notable experience will be invited as instructors of the workshop. The main objective of the workshop is to enhance the staffs’ understanding on major elements for the success of the O&M development, and share know-hows of the Korean urban railway O&M development. The agenda for the Capacity Building Workshop will be focused on the contents of above mentioned findings and policy recommendations. Also, discussion sessions will be provided to share feedback and thoughts of the workshop participants to encourage active interaction between Vietnamese participants and Korean experts and enhance mutual understanding to enrich the outcome of the project.
6. (Activity 4) Final Dissemination Seminar. Based on the outcomes of the policy consulting project, the agenda for the Dissemination Seminar will be prepared. Upon finalizing the seminar’s program and agenda with close discussion with the related stakeholders, the seminar will be held in August 2017 in HCMC, Vietnam. The seminar will perform as a platform to discuss about the results of the project with various stakeholders by sharing delivered findings and policy recommendations to the Government of Vietnam. The exact location and schedule will be determined in the near future.
III. Outputs/Deliverables and timeline [TBD]
9.
The following outputs/deliverables are expected in a designated schedule:
· Inception Report (March 2017)

· Interim Report
· Capacity Building Workshop (June 2017)

· Final Dissemination Seminar (August 2017)
· Final Report (August 2017)
· Executive summary

· Project overview

· Diagnostic Analysis 
· Policy Recommendations
· A summary of capacity building activities and outcomes

· Project Completion Report (August 2017)

*Please note that the estimated schedule indicated above may be subject to change.

	Activities (Milestones)
	Expected Date [TBD]

	Mobilization of KSP consultant
	March 2017

	Inception Workshop (Inception Report)
	March 2017

	Activity 1
· Diagnostic Analysis
	April 2017

	Activity 2
· Policy Recommendations
	May 2017

	Activity 3
· Capacity Building Workshop
	June 2017

	Activity 4 (Final Report)
· Final Dissemination Seminar 
	August 2017

	Project Completion Report
	August 2017


IV. Costs & Estimated Financial Plan
10.
The KSP budget for this assignment is KRW 285,000,000. It will cover expenses for all the activities mentioned above, including travel and accommodation expenses for consultants and administration. 
V. Consultancy Requirements

A.    Characteristics

· The Consultant will be a Korean firm

· Contract Duration : March 2017 – August 2017
· Place(s) of work: Based in Korea, with several missions to Vietnam
B.     Qualifications

· Extensive experience of consulting services in the issue of planning, designing, building and developing urban railway O&M system
· Experience of being involved in urban railway (metro) management system related projects in developing countries, Vietnam in particular
· In-depth knowledge in policies and regulations associated to urban railway development
· Considering the given-time constraint and corresponding work schedule, a consulting firm should present its plan and methodology how to effectively conduct researches
· Demonstrate ability to work harmoniously with government and international officials
· Experience of cooperation with Vietnam government
· An excellent communication skill in English is essential
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