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Japan’s Official Development Assistance (ODA) aims at creating value through cooperation 

between development partners and recipient countries. As the target of ODA is a huge country with many 

elements and stakeholders, it is difficult to identify the issues to be addressed, and hence, the ODA’s mis-

sion can often be very ambiguous and complicated. To create value and reach desired targets in the case 

of ambiguous missions, in this paper, we have developed a model for program integration management 

and key criteria for program profiling management. We also discuss the role of development partners. For 

this purpose, this paper analyzes the case of regional development through value addition in the agricul-

ture sector in Lam Dong Province of the Socialist Republic of Vietnam, supported by the Japan Interna-

tional Cooperation Agency (JICA). Through the case study, it becomes clear that program owner needs to 

conduct many attempts and to monitor the change of their own situation to tackle with such deadlocked 

difficult problems. The changes are caused by the impact of attempts and general circumstance. We also 

discuss the necessity of innovative actions to breakthrough the deadlocked problems, and supports from 

outsiders such as development partners are helpful to realize the innovation. 
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I. INTRODUCTION  

 

In relation to project and program management of ODA, a series of analyses and studies were 

previously conducted on stakeholder management [1] and master plan development [2] and so forth. 

Building on these results, two research papers were developed about the model of ODA project/program 

implementation [3] and the model of value creation through ODA by adapting the 3S-Model framework 

and time series variation [4]. As the target of ODA is one large and diverse country, the problems are 

very complicated. The mission to tackle with the problem cannot be very clear and be ambiguous. Past 

studies on ODA do not examine (1) the proper program integration management and program profiling 

management to take on ambiguous and complicated missions and (2) the desired support role of a de-

velopment partner and the necessary conditions to accomplish the given mission. This paper studies and 

analyzes these two points by using the concrete case of JICA in Vietnam. 
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II. STRUCTURE AND VALUE CREATION PROCESS OF AN ODA PROJECT 

 

A.  Structure of an ODA Project 

 

In the first author’s previous paper [3] the ODA project implementation structure is modeled from 

two perspectives. (1) A series of program and project management system activities, and the bases for 

these activities, such as business, knowledge, and human resources management, as shown in PMAJ [5].  

(2) The systems of the recipient country (Owner system) and the supporting organization (Supporting 

system), and the mutual interaction between them (Mutual system).  The two sides should reach a con-

crete agreement about goals to be achieved, the kind of activities to be undertaken, and the timelines 

and persons responsible for these activities. The model is shown in Fig. 1. It highlights the importance 

of ownership and platform management, risks such as delay, consistency with related programs, and 

dependence, and necessary countermeasures. 

 

 

 

B. The Value Realization Model in Society 

 

The relationship between the 3S-Model and ODA was examined in previous research [2], and the 

3S-Model is summarized in Table 1. 

 

Table 1. The 3S-Model and its application to ODA 

Model Description 

Scheme Model  Create development policy and draw up the plan 

System Model Implement a concrete project to establish a total system under the developed plan 

Service Model Operate and maintain the total system for value realization  
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These three models should be developed in chronological order to realize desired targets. Under 

the policy developed through the scheme model, the next step is system model development to design 

project(s) to concretize the policy, and then the operation of the entire designed system realizes value in 

society under the service model. By combining this framework and the model described in Fig. 1, the 

total value creation system can be described as shown in Fig. 2.  

 

 

Taniguchi [6] emphasized the importance of outcomes through innovation by collaboration in 

value management between business and academia, and called it “exit value.” The importance of the 

actualized value is the same in both industry-academia collaboration and ODA. 

Usually, the individual ODA project agreed on with a single consensus document cannot cover all 

the processes under the 3S-Model, since the concrete activities differ in each of the three models and it 

takes a long time to go through all the processes. The recipient country (as the program owner) should 

prepare the total design, and ODA should support only the specific portion in Fig. 2. 

 

C. III. OUTLINE OF THE CASE STUDY 

 

A. Regional Development Strategy through Value Addition to Agricultural Production in Lam 

Dong Province of the Socialist Republic of Vietnam  

 

The Vietnamese and Japanese governments agreed to establish the “Japan – Vietnam Dialogue on 

Agriculture Cooperation” in June 2014. Under this framework, Lam Dong Province, located in the cen-

tral highlands, with favorable climate and geographical conditions, and prospering in commercial crop 

cultivation, such as vegetables, flowers, tea, and coffee beans, was selected as the model province for 
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food processing and product development. JICA was assigned to cooperate with the province for re-

gional development through value addition to agricultural production.  

JICA and Lam Dong province discussed and agreed to the following approaches:  

1) Establishing the food value chain, consisting of steps like marketing, production, processing, dis-

tribution and sales, 

 2) Value creation other than agricultural production, such as tourism, and 

 3) Establishing the private sector as the main stakeholder of agriculture development in the province 

and the public sector as their support. 

 

B. Activities 

 

The following steps were taken to develop the strategy. Basic information collection survey is 

undertaken by consultants (from October 2014 to October 2015), a series of workshops, discussions, 

and dialogues were held between JICA and Lam Dong Province, and observation tours to Japan and 

Malaysia by public and private sector representatives from the province were organized. 

 

1) Examination and identification of current situation (As Is) as a starting point 

 

Data and information on the current situation of Lam Dong province, such as the social and eco-

nomic situation, geographical conditions, market conditions of commercial crops produced in large 

quantity such as vegetables, flowers and coffee beans, and the investment tendency of the private 

sector inside and outside Vietnam, were collected and identified. 

 

2) Development of desired targets for the province (To Be)  

 

Based on the results of step 1 and the policy direction of Lam Dong Province, discussions were held 

and the desired targets were set. 

 

3) Development of short-term concrete project ideas for and draft implementation scheme  

To move from “As Is” to “To Be,” concrete project ideas were discussed and developed based on 

the data and analysis results. This activity was the scenario development stage, and points of con-

sideration are discussed later in this paper. 

 

C. Current Progress  

 

The desired targets and short-term and mid- to long-term strategies discussed among  
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stakeholders are shown in Table 2. Among the commercial crops produced in large quantity in Lam 

Dong Province, vegetables and flowers were selected as strategic products. As of August 2015, Lam 

Dong Province is in the process of developing and approving the “Social and Economic Development 

Five Year Plan (2016-2020),” which is the master plan for the province. The basic concept and current 

project ideas discussed here will be reflected in the plan. 

 

Table 2. Current ideas for development of Lam Dong Province 

Desired Target Short-Term Strategies Mid- to Long-Term Strategy 

The top vegetable and flow-
er brands in Vietnam. 
 

- Vegetables: Establish “Post 
Harvesting Center” 

- Flowers: Establish “Flower 
Wholesale Market” 

- Improve agricultural fi-
nance situation 

- Enhance branding 
activities 

 

The top production hub to 
Japan and Southeast Asia. 

- Develop “Agri-Industrial 
Zone” 

- Establish agricultural in-
vestment promotion desk 

 

The top agro-tourism site in 
Southeast Asia. 

- Leverage agro-tourism 
 

- Enhance branding 
activities 

The leading agricultural 
human resource center in the 
Southeast Asia highlands. 

- Nurture capable agricultural human resources 
- Enhance R&D function 
 

Common to all targets - Overall coordination of related activities 
- Necessary infrastructure development 

IV. CONSIDERATIONS REGARDING PROGRAM INTEGRATION MANAGE-

MENT AND PROGRAM PROFILING MANAGEMENT  

 

A. Scenario Development to Reach "To Be" 

 

It should be recognized that in Lam Dong Province the desired target would be achieved after 

2020 and current project ideas such as “Development of Agriculture Industrial Zone” are not enough to 

achieve this. More projects and countermeasures are necessary.  

To have a comprehensive idea of program development and realize proper program integration 

management including profiling management, it is necessary to further develop the value creation pro-

cess model shown in Fig. 2 to reflect realities that can be the basis of scenario development to reach “To 

Be.” In developing the model, the following three points of view should be kept in mind. 

 

1) Dynamic change in the situation 

 

As this is an attempt to address problems with many elements and complicated social, economic, 

and historical backgrounds, it is impossible to change the situation to meet the desired target in one 

effort. Various measures are required to change the situation in stages. It should be clearly recog-
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nized that in the long run, two types of elements would effect change. 

(1) Change in general circumstances (uncontrollable): If the socio-economic situation in the wider 

region changes, it will affect the target region as well. For example, it is expected that the con-

clusion of TPP (Trans Pacific Strategic Economic Partnership) and AEC (ASEAN Economic 

Community) establishment will affect Lam Dong province. 

(2) Change in circumstances caused through the impacts of program process and project imple-

mentation (potentially controllable): The preparation and implementation of the planned pro-

gram and projects change the situation and the surrounding circumstances of the target. 

 

2) Diversity of projects in terms of numbers and contents 

 

Under the current complicated situation, many projects need to be implemented to change the situa-

tion. These projects should be considered in the scheme model phase, continuing into the stages of 

developing system and service models.  

3) Necessity of continuous monitoring and review and proper decision-making 

 

As described in above 1), in the course of preparation and implementation of projects, it is expected 

that the situation of the target area would change frequently, not only by general situation changes, 

but also due to project progress such as delay, acceleration, modification, and occurrence of unex-

pected events. These changes would affect the whole program, including the target setting, its con-

tents, and the date for achieving the target. The program owner especially the leader must closely 

monitor the related situation and make proper decision to modify projects and/or inputs when nec-

essary. To adjust and manage the dynamic change is most important. 

 

4) Importance of human resources development 

 

The owner side has to manage all the elements properly without outside support. Enabling this is 

the ultimate goal of the development assistance. Therefore, continuous human resources develop-

ment is critically important. Human resources development varies depending on the contents and 

stage. Human resources are important to the development of scheme models, especially from the 

point of view of program integration management. 

 

By including the aforementioned elements, the value creation model for the owner system under 

an ambiguous mission is illustrated in Fig. 3. This figure shows all the elements of program integration 

management. Scheme model development should be done repeatedly and reflect the latest situation, and 

system and service models are also developed through this process. The time necessary for value crea-
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tion (service model development) varies depending on the project contents. The desired target (“To Be”) 

will be achieved by the accumulation of these results. Through this process, owner need to do proper 

monitoring, intervention, coordination, decision etc.  To accomplish such cycle, human resources de-

velopment to monitor the situation and develop scheme model is critically important. 

 

 

 

This idea is similar to “Master Plan” development and its implementation. One of the important 

functions of the Master Plan is to set the target situation, target year, and resource acquisition and allo-

cation [2]. Developing a Master Plan is effective in many cases; however, under dynamic complexity, it 

is very difficult to plan everything at the initial planning stage, which is the beginning of the whole pro-

cess of value creation. The model shown in Fig. 3 can be more flexible. 

 

B. Problem Structure and Program Profiling Management 

 

The framework of this model is fixed using important elements such as the starting point (“As 

Is”), desired target (“To Be”), and first-round system model development (project development). The 

first system models would shape the direction of the total scenario development; hence, they should be 

regarded as important elements of program profiling management. In this section, the problem structure 

in the Lam Dong Province case is examined, and points of attention for proper program profiling man-

agement, in particular, first-round system model development, are analyzed. 
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1) Problem structure 

 

Through a survey and discussions in Lam Dong Province, the current problems of vegetable and 

flower production were identified. There are common problems throughout the area, such as insuf-

ficient infrastructure development and limited land. Other problems were summarized into five do-

mains: (1) Finance, (2) Seedlings, (3) Market, (4) Technology, and (5) Human Resources. What is 

important to the analysis of the problem structure is that the specific problems under these five do-

mains are not independent, and their relationship is not simply that of cause and effect; rather, di-

verse, inter-related factors interact. For example, while the problem of finance also influences mar-

ket access, if suitable market access is secured, the finance problem may be solved. Additional 

problems are nested under the five problem domains. The problem structure is shown in Fig. 4. 

 

 

 

It is considered that the problem structure does not have a simple causal relationship, and hence, at-

tempts to resolve the present problems are at a stalemate (deadlocked) owing to complicated factors. 

Mr. Nguyen Xuan Tien, Secretary of Lam Dong Provincial Communist Party Committee, often says, 

“We need a revolution in agriculture in Lam Dong Province.” The statement shows his understand-

ing, as leader of the province, of the necessity to break through this deadlock. Thus, it is necessary 

to profile and design projects to achieve this aim. 

 

2) Examination from a program integration management viewpoint 

 

In the model shown in Fig. 4, it is important to note that breaking through the stalemate means that 

first-round service models should be realized as soon as possible, to change the situation, so that the 



Journal of IAP2M  F. Okiura, et al.     

54  Vol.11 No.1 (Oct., 2016) 

next cycle can follow. Only service model implementation can create real value in society and 

change the situation. The breakthrough cannot be realized by the extension of ordinary, existing 

measures, but can be achieved by encouraging innovation in the region. According to Nonaka [7] 

innovation is the creation of new systems and relationships from existing resources by utilizing di-

versified knowledge. Yoshida [8] discussed the importance of innovation in uncertain times and the 

process of innovation that is the collaboration of storytellers and technologists to create something 

new. These discussions mean that it is not always necessary to introduce completely new technolo-

gies or techniques. Rather, connections may be strengthened between different but closely related 

stakeholders, such as the private sector and government, or between Vietnam and foreign countries 

including Japan, where the linkage was previously insufficient. Three projects currently considered 

in Lam Dong Province are intended to strengthen the relationships between Vietnam and Japan, the 

government and private sector, and production and consumption areas. They are expected to influ-

ence the deployment of the entire subsequent program. 

 

C. Role of the Support System (ODA) 

 

1) Role as outsider 

 

In Fig. 1, which shows an ODA project system model, JICA is to provide support to an owner sys-

tem (recipient country) and provide technical and/or financial input through a mutual system. That 

means JICA is the outsider, from the perspective of the program owner. This is a limitation; at the 

same time, outsider status may also be strength. Even though the program owner is aware that 

breakthrough from the deadlocked situation is necessary, they themselves are heavily involved in 

the existing historical, social, and economic context. They are themselves a cause of a complicated 

problem structure that is not easy to escape on their own. Under such circumstances, inputs from 

the outsider, who is free from the existing historical and social context, would be effective if the 

program owner, especially the top management, has the will to change utilizing such inputs. In the 

case of Lam Dong Province, JICA proposed ideas such as the necessity of top leaders’ direct man-

agement (independent of the department of agriculture) and the need for heavy involvement of 

representatives from the private sector. JICA organized observation tours by government and pri-

vate sector representatives in Lam Dong, and they visited Japan and Malaysia where the social and 

economical contexts are different. A series of dialogues and discussions were held to develop ideas 

with these inputs. The outsiders, including JICA as the support system, should recognize their role 

as providing not only technical and financial input, but also opportunity. These opportunities are 

important for building new relationships in the existing system, which is similar to the “Ba” con-

cept that Nonaka and Konno [9] have propounded. 
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2) Project Basis Commitment and Process Basis Commitment 

 

As discussed in section II.B., it is usually not easy for JICA to commit to the whole process of the 

program shown in Fig. 3. JICA’s contribution should be defined and described clearly in the 

agreement document with the recipient country. In the case of Lam Dong Province, JICA was 

committed from the very first stage (need for problem identification) and has continued its com-

mitment to this province through dynamic complexity. This is a relationship with a process basis 

rather than a project basis. This situation implies the potential role of JICA as supporter. Tateoka 

[10] discussed the importance of the “process paradigm”, recognizing that it is impossible and in-

adequate to design and control every step at the beginning. There is room for JICA to consider the 

diversification of the project and program management definition that includes such process driven 

management. 

 

V. CONCLUSION 

 

This paper extends previous research results, including the ODA implementation model and the 

value creation process model by adapting the 3S-Model theory.  

To address complicated and dynamic situations and succeed in ambiguous missions, further de-

velopment of previous results is necessary, and in this paper, a model for value creation under dynamic 

complexity is examined and developed. Using this model, it is clarified that to start from current situa-

tion (“As Is”) and reach the desired target (“To Be”), continuous consideration of the scheme model 

reflecting the changing situation is necessary, and many system models and service models should be 

introduced and implemented. To manage these processes properly, precise understanding of the problem 

structure and the current situation is important, and it is necessary to manage all the projects leading 

from this consideration. In this sense, strong leadership and continuous human resources development is 

essential for the program owner.  

The second result concerns the structure of the problem in society. It is clear that the cause of the 

problem is not a simple causal relationship, but has many inter-related causes, such that a stalemate may 

arise owing to the complicated factors. To change and improve the situation, program profiling is re-

quired. The important mission of first-round system models is to break through such a stalemate, for 

which certain innovative elements are necessary.  

ODA’s support from the outside can play a role not only in providing technical assistance or fi-

nancial resources, but also in contributing to innovation by offering inputs free from the existing social 

context, revealing opportunities, and helping to build new relationships among stakeholders. This role 

of ODA might not be limited to a commitment based on projects, but rather, a continuous relationship 

based on processes. 
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These results are applicable not only to ODA but also to any other system that contain “Owner” 

and “Supporter.” It is not necessary to limit the definition of outsider as foreign agent. For example, in 

the case of domestic problems tackled by community and local government, the model examined in this 

paper can be applicable. The fundamental characteristic of “Owner” and “Supporter” is same as studied 

in this paper.  

Further research about the “problem structure” stemming from the customs, norms and social 

system of the target, is necessary. The problem setting under the structure should not be simple “tree 

type” but more complicated “semi-lattice type.” The criteria and methods to profile programs, and ap-

proach to tackle with the problems under such recognition should be examined more carefully. 

 (The views expressed in this paper are those of the authors and do not necessarily represent 

those of JICA or JICA policy.) 
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