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Although numerous o�cial development assistance (ODA) projects have been conducted, some cannot sustain and do 
not create value, especially when tackling social issues with many stakeholders. To improve this situation, by applying 
the Project and Program Management (P2M) theory, this paper examines important factors for pro�ling and implement-
ing ODA programs/projects using case studies in Vietnam, and suggests the necessity for program basis stakeholder 
management and an approach for sustainable value creation.

Introduction

Official development assistance (ODA) places importance 
on the capacity development of recipient countries of sus-
tainable value creation, and is an intervention to the recipi-
ent country with transfer of resources, the contents varying 
on a case-by-case basis. The overall process of ODA con-
tains various factors such as human resources development, 
knowledge management, and business process management 
to realize innovative value in society. In the field of chemi-
cal engineering, various studies are conducted in relation to 
this process. Yoshida (2017) summarized the importance of 
creating innovations with the idea of program and project 
management (P2M) under a quickly changing environment. 
Eguchi et al. (2011) focused on human skills for proper uti-
lization of human resources, and Kajiwara et al. (2009) dis-
cussed knowledge management on human skills and their 
successions for further development. Yamamoto et al. (2012) 
emphasized the importance of communications among dif-
ferent stakeholders in their paper.

ODA frequently treats social issues, in which numerous 
stakeholders from the specific area benefit, making its mis-
sion sometimes ambiguous, especially at the early stage. The 
ambiguousness comes mainly from the following factors, 
for example: (1) the necessity for adjusting to rapidly chang-
ing surrounding environments during the course of ODA 
implementation, (2) difficulty in unifying each stakeholders’ 
interests, and (3) difficulty in showing a clear and quantita-
tive program mission. Targeting such social issues, the au-

thors conducted a series of studies (Okiura and Kubo, 2015, 
2016) and analyzed the structural issues, including classi-
fication of important assumptions (external conditions) of 
ODA projects, and suggested the necessity of internalizing 
important project assumptions by the program approach. 
Herein, “program” means a series of component projects, 
which are systematically integrated to achieve a certain mis-
sion. Consequently, it is necessary to formulate and imple-
ment a proper program to achieve the mission by satisfy-
ing the conditions mentioned above, including getting the 
picture of related stakeholders’ behavior. However, points 
of interest in profiling and managing the implementation 
process of such programs, including ODA projects, are not 
clear. Hence, this paper analyzes these points by studying 
concrete ODA projects by the Japan International Coopera-
tion Agency (JICA) in Vietnam.

1.　Literature Review and Problem and Value 
Creation Structure of Social Issues

1.1　Literature review
Various studies have been conducted in the field of pro-

gram management applications to ODA. For example, 
Nakamura et al. (2011) studied stakeholder management 
by focusing on the environmental and social consideration 
processes, especially consensus building, of an ODA proj-
ect. This study highlights the importance of a wide range 
of stakeholder participation, information disclosure, and 
alternatives and practical structuring processes with the 3S-
Model.

In social studies, Kania and Kramer (2011) introduced 
the concept of “collective impact” in 2011. This idea was de-
veloped for large-scale social change, such as primary edu-
cation improvement in the USA, and points out the neces-
sity of broad cross-sector coordination. According to Kania 
and Kramer (2011), the conditions to realize this collective 
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impact are summarized as follows: (1) common agenda, (2) 
shared measurement, (3) mutually reinforcing activities, (4) 
backbone support, and (5) continuous communications.

Moreover, Christensen et al. (2004, 2013) identified the 
five conditions for breakthrough innovation and its appli-
cation to the public sector. The results are summarized in 
Table 1.

These results are informative; however, these do not touch 
on the practical management framework of an entire proj-
ects’/programs’ profiling and implementation process of 
ODA.

1.2　Problem structure as systems
In the authors’ previous paper (Okiura and Kubo, 2016), 

the problem structure of social issues is examined and 
modeled by analyzing agriculture development in Vietnam. 
In this area, the value to society is created through a value 
chain consisting of “marketing,” “production,” “distribution,” 
“sales,” etc. One element of the chain, such as “production,” 
does not create value in the society if other elements are not 
satisfied. Consequently, this can be modeled as the “value 
creation system.”

Additionally, this system is strongly linked with and de-
fined by the regional “infrastructure system,” that is, “gov-
ernance,” “economic institutions,” “education,” and “hard 
infrastructure,” such as roads and irrigation. In general, 
“governance” determines institutional framework of a target 
country or area, “economic institutions” strongly influences 
government budget and other monetary resources, “educa-
tion” is the basic condition of human resources development 
and “hard infrastructure” forms physical conditions of the 
target area. These are common to related “value creation sys-
tems” and the basis for sustainable value creation. Moreover, 
social customs, beliefs, norms., etc, strongly affect these ele-
ments.

With this model, important assumptions (external condi-
tions) of a specific project are classified into four categories: 
(1) within value creation system and (2) infrastructure sys-
tem, (3) total program policy and (4) inevitable force, as 
shown in Figure 1.

1.3　Value creation structure
To allow these systems to work as virtuous cycles and cre-

ate positive value sustainably, numerous projects need to be 
conducted. These should be implemented in a harmonized 
manner as a program. For instance, in agriculture, “value 
creation system” projects such as marketing, production, 

and “infrastructure system” projects such as “governance” 
need to be implemented as a program.

Additionally, these projects should be developed step by 
step with the 3S-Model of the Project and Program Manage-
ment (P2M) theory. This value realization model is shown in 
Figure 2, which was developed by Okiura and Kubo (2016).

Takeda et al. (2015) pointed out the importance of the 
business model approach for proper design of plant devel-
opment, which has similar features with the model shown 
in Figure 2. Wada et al. (2015) proposed Boost Gate (BG) 
methodology to realize effective and efficient corporate 
R&D activities. Wada (2017) further studied the detailed 
process of BG methodology. The model shown in Figure 2 

Table 1　Five conditions for breakthrough innovation and its application to the public sector (Christensen, 2013)

Conditions Feature of public sector

Ability to experiment Structural barriers (difficult to use budget) to attempt experiment
Ability to sunset outdated infrastructure General lack of the ability to freely remove outdated infrastructure (technology and business models)
Existence of feedback loops In the private sector, feedback loops are offered through free market transactions, but, in the public 

sector, this sort of signal is often lost
Incentives for service improvement Comes from the motivation to decrease budget constraints and mission
Budget constraints for end users Budget incentives are used to force prioritization

Fig. 1 Model of problem structure and external conditions surround-
ing a specific project

Fig. 2 Value realization structure in social issues by program ap-
proach, Okiura and Kubo (2016)
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is similar to the BG methodology in terms of setting regular 
gates and making decisions about development and con-
tinuation of projects. Sato (2017) proposed an agile program 
management model for industry. It can realize trans-organi-
zations and trans-industries cooperation, which is needed 
for the model in Figure 2. However, the form of the goal is 
different as the value created through ODA is realized not by 
a few selected projects, but by the collective impact of many 
projects.

2.　Problem of Container Port Development in 
South Vietnam

2.1　Background
In South Vietnam, where Ho Chi Minh City (HCMC) is 

the center, there are various port related problems such as 
(1) the lack of deep-sea ports which can operate large freight 
vessels, (2) capacity limitations of existing ports in HCMC, 
and (3) pollution and traffic congestion (external disecono-
my) in HCMC caused by port operations. Since the 1990s, 
the Government of Vietnam developed plans to relocate 
ports in HCMC to the Cai Mep–Thi Vai (CMTV) river in Ba 
Ria–Vung Tau (BRVT) province, located 60 km southeast of 
HCMC. In 2005, the Prime Minister (PM) approved the de-
tailed master plan for southern port development and issued 
a PM Decision for five ports in HCMC to move out of the 
city by 2010. JICA conducted the Port Development Study 
in 2001–2002, and provided an ODA loan of JPY 36.4 bil-
lion for the CMTV port complex and two supporting road 
development projects.

2.2　Current problematic situation
The CMTV port complex, including the ODA supported 

terminal, is already developed; however, the utilization ratio 
is low (Japan International Cooperation Agency, 2013).

The main reasons are as follows: (1) ports in HCMC did 
not relocate as planned, which resulted in the majority of 
container port operation remaining in HCMC, (2) support-
ing roads were not developed as planned, which negatively 
influenced accessibility to the CMTV port complex and (3) 
over development of port terminals in the CMTV area com-
pared with actual demand. These three elements are closely 

inter-linked, making it desirable to adjust the relocation 
pace of HCMC ports and develop CMTV ports with access 
roads by assessing actual and future demands of cargo ter-
minals in South Vietnam, and stakeholder resource limita-
tions. The situation is structured and described in Figure 3, 
which is an adaptation of the model shown in Figure 1.

2.3　Problems in value creation system/infrastructure 
systems and dynamic situation change

The projects/operation, which consist of the “value cre-
ation system,” are operated by numerous entities, such as 
state owned enterprises (SOEs) and joint ventures (JVs) 
under HCMC Peoples’ Committee (PC), Ministry of De-
fense (MOD), Ministry of Transport (MOT), etc. Although 
the PM Decision was issued, most stakeholders did not fol-
low it but rather prioritized their own interests. One reason 
is in the “value creation system”. There are conflicts in eco-
nomic interests between BRVT PC, MOT and current port 
owners/operators in HCMC, such as HCMC PC and MOD 
who lose operation profits by ports relocation.

Problems in the “infrastructure system” are severe. Re-
garding hard infrastructure, access road construction by 
the Vietnamese side is delayed due to lack of resources 
and a badly developed built-operate-transfer model. More 
importantly, in soft infrastructure, although the PM Deci-
sion was issued, HCMC PC and MOD are politically more 
powerful than MOT, which prepared the related plans and 
PM Decision, and could opt not to follow them. Further, 
the central government, including MOT, developed various 
related “master plans,” but the contents are conflicting and 
accelerate the confusion. Thanh and Pincus (2011) identify 
“institutional fragmentation” as the reason, and also discuss 
that land use rights under political decision and unclear 
property rights are also a fundamental cause.

At the same time, there is still a firm policy to relocate 
ports to the CMTV area, and then some SOEs developed 
port terminals in CMTV to preserve future interest while 
keeping the operation in HCMC. This behavior is risk hedg-
ing for individual entities; however, by such actions, the situ-
ation becomes a stalemate. Overall, it is a waste of resources 
and fails to create a virtuous cycle.

As observed here, the decision and behavior of each 
stakeholder changes dynamically by reflecting the latest situ-

Fig. 3　Problem structure of ports in South Vietnam Fig. 4　Dynamic stakeholder mapping
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ation. If proper inputs are conducted, the “value creation 
system” can move into an “improvement scenario” that is 
expected to realize the virtuous cycle. If not, the system re-
mains in the position of “stalemate” (Figure 4).

3.　Inter-provincial Coordination Mechanism in 
Water Quality Management

3.1　Outline of the project
Water quality issues of the river basin often register con-

flicts between upper and lower basins. There are many 
related projects, and to secure water quality at a basin ef-
ficiently, well-managed implementation of these projects is 
imperative, as is the coordination mechanism. To contribute 
to this issue, JICA started a technical cooperation project in 
Vietnam in 2015. The project consists of two parts: an engi-
neering part aiming at establishing water quality monitoring 
and information sharing mechanisms; and an administrative 
part to set up a feasible formal coordination mechanism 
among stakeholders. The main counterpart is the Ministry 
of Natural Resources and Environment (MONRE), and the 
participants are three provinces in the north and three prov-
inces and HCMC in South Vietnam.

3.2　Approach and prospect of the project
Although JICA recognizes the difficulty, the points of de-

cision to embark on this project are as follows: (1) MONRE 
is the given institutional authority by law, (2) each partici-
pating province recognizes the necessity (southern provinc-
es already started to draft “coordination mechanism among 
provinces” by themselves), (3) scientific and objective data 
can be acquired and shared, and (4) cover only water “qual-
ity,” postpone water “volume” to reduce the number of 
stakeholders. To secure administrative feasibility, JICA vis-
ited all Provincial People’s Committee chairmen, the top of 
the administration, together with MONRE before commit-
ting to the project, and confirmed their participation and 
cooperation.

4.　Results and Discussion

4.1　Necessity of program approach including various 
stakeholders in social issues

It is ideal to establish a program with powerful owners 
and managers, consisting of mutually inter-linked projects 
to internalize important assumptions. In reality, related proj-
ects and operations are conducted by different entities with 
their own interests from before the start of the new project. 
Regarding social issues, new projects cannot typically stand 
alone and need to be managed together with existing proj-
ects/operations as a program. In this Section, this type of 
program is defined as a “social program.”

4.2　Value realization process model of social program 
and necessary management

In a social program, the value realization structure shown 
in Figure 2 can be developed further as in Figure 5. There 

are many related existing projects (operations) implemented 
by different entities. To identify the current situation, retro-
spective reviewing in a wide coverage manner must be con-
ducted carefully. Some of the outdated projects (operations) 
should be terminated or replaced by new projects.

To realize smooth replacement of projects, program basis 
stakeholder management from a scheme model is critically 
important.

When an entity intends to create value and establish a 
new program as program owner and manager with the sup-
port of ODA, the first scheme model project needs to cover 
related activities and gather information widely including 
those of concerned stakeholders.

4.3　Feasibility of the target social program
From the point of view of ODA as an outsider, before 

committing to the social program, it is critically important 
to judge whether developed project ideas could be imple-
mented as a social program whose “value creation system” 
works in a virtuous cycle. In other words, the possibility of 
internalizing the important assumptions referred in 2.2 (ex-
cept category (4)) is quite important, and it heavily depends 
on two elements: (1) negative influence from the “infra-
structure system”; and (2) difficulty of program stakeholder 
management. If these are quite severe, ODA contribution 
should be abandoned, because to tackle with these elements 
by ODA is quite difficult due to its position as an outsider, 
and resource and time constraints.

If feasible, there are two approaches: (1) develop capac-
ity of counterpart as program owner (manager); and (2) 
implement the program. The case in Section 4 is a typical 
example of approach (1). The program owner should be 
MONRE, and a few departments designated as the project 
management unit, and this unit is expected to play a role as 
program manager during and after completion of the ODA 
project.

4.4　Authority and management measures for program 
owners and managers

In the social program, program owners and managers 
manage the entire program with measures such as (1) au-
thority, (2) resource allocation, such as budget (subsidy) or 
human resources, and (3) properly developed vision and 

Fig. 5　Value creation process model of social programs
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direction endorsed with accurate information and data to 
raise ownership and motivation of stakeholders.

The form of authority varies by case. In the case of inter-
provincial (city) issues, the authority is given by institutional 
arrangement and could be fragile. In Section 3, it is ob-
served that even the PM Decision was not followed. As such, 
grasping the reality of the target country is critically impor-
tant for ODA. In many cases, authority without resources is 
not enough to be a good program owner. Resources (bud-
get) are important; however, it is difficult to secure enough. 
As described in Section 3, JICA tried to internalize external 
conditions of the port terminal project by contributing spe-
cific access road construction, but it was insufficient.

Considering the feature of a social program to have many 
stakeholders, proper management does not force them to 
follow directions, but allows them to follow spontaneously. 
Subsequently, the important element is the proper vision 
and direction with leadership. Through the scheme model 
project, to develop proper vision and direction should be 
strengthened.

4.5　Dynamic pro�ling management of social program 
and its implementation framework

To gain good impact and sustain value, ODA projects 
need to be profiled as components of social programs that 
satisfy the above-mentioned conditions. At the profiling 
stage “5W1H” questions should be cleared, and among 
them, the “(with) whom” question of which entity should 
be and can be the social program owner and manager, is the 
most important.

In the course of implementation, how the program man-
ager manages the dynamic behavior of other entities (stake-
holders) or not is critical. To realize a virtuous cycle, the 
program manager, with support from ODA, needs to moni-
tor related data and information (case in Section 4 tackles 
this point by data acquisition), and periodically conduct 
scheme model projects and revise the results with stakehold-
ers to prepare and conduct proper inputs.

To satisfy such conditions, ODA, as external interven-
tion, should supplement the weak nature of its counterparts’ 
(public sector) weak points mentioned in Table 1, by setting 
up feedback loops with precise data and information, creat-
ing opportunity for experiment, and assisting counterparts 
to terminate outdated projects.

Conclusions

When tackling social issues, there are numerous contexts 
in the target area, such as the existence of related entities 
and operations/projects, limitation of resources and institu-
tional framework, and common social customs. To profile 
and implement sustainable projects, these elements need to 
be studied, and this paper describes a concrete framework 
and points of interest. Specifically, the critical points that 
influence the feasibility of a social program, the necessity of 

program basis dynamic stakeholder management, and desir-
able role of ODA are suggested.
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