TAP Chi CONG THUGNG
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@® PHAM TH| THU HA

TOM TAT:

Chiing ta thudng n6i d&n 3 khia canh chinh trong quén Iy dy &n, d6 12 quan 1y chal lugng, thii
gian va chi phi. Chit lugng da dang vi s& ludn 12 muc tiéu s6ng con trong hoat dong cia mdi doanh
nghiép, ciing nhu trong quén ly dy dn. Cdc khfa canb nay cé mdi lién hé chit ché vdi nhau, tuy
nhién trong bai viét ndy t4c gid mubn (ap trung n6i vé nhitng van dé lién quan dén thoi gian va
chi phi va c4i dich cudi cling 12 1am th& nao d€ gidm thi€u chi phi, gia ting higu qud thyc hién du

4n ddu tu.
T khéa: Dv dn, hiéu qua,

1. gt van dé

Thdi gian va chi phi 12 hai néi dung quan trong
trong quén ly dy dn. Ching lién quan chit ché véi
nhau, ¢6 quan hé tuong hé, nhan qui véi nhau.
Tham chi ¢é ngudi nhdn manh thdi gian cing la
tién bac. Khi kéo dii thii gian thyc hién dy dn
déng nghia véi vige chiing ta lang phi thém tién
nong. cing nhu cde ngudn Iue cha chinh ching ta.
baéi khi, hai khia canh nay céd thé van hanh trii
nguge nhan. C6 nhi quan 1y, vi mudn GEL kiem
kinh phi, khéng thué dd nhin cong thuc hién cong
viéc, k€t quil 1 thdsi gian thue hién bi kéo dai, ddn
d&n nhirng hiu qua to 16n do chdm tré th¥ gian.
Hau qud ddutién c6 thé ké dén Ja bi phat do chim
(i€n d6. P6 13 chua k€ dén nhimg thiét har kinh 1&
do dy dan cham dugc khai thic. mat di nhiéu khach
hing tém nang. NEu chim tré kéo diii. viée kéu
201 diu e sé gdp nhidu khé khan va lhlcl hat
chung 12 khé thé do d&€m. Trong bai viél niy,
chiing 18 mudn nghién cdu cic y&u 1d dnh hudng
khong 161 d&n (i€n do du 4n va dnh hudng dén chi
phi thite hién dy dn mdt cach riéng biét. Pong thdi
ching 18i ciing mudh dit hai khia canh nay trong
chinh thé, rong m&) tudng tic qua lai.
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gidm thiéu chi phi, quin ly du &n.

2. Khia canh thai gian

2.1. Gidi phong mat bang

Hau hét cde dy 4n bi chim tién do. Nguyén
nhin vin dé thi cé nhiéu nhung trude hét phai k€
d&n vin dé gidi phéng mit bang. Giai phong mit
bliing luén 1a mot trong nhitng van dé ndi cdm
nhit. C6 nhiéu du dn niy khéng nhan dwgc sy
ddng thuan cao cla ngudi dan trong gidi phong
mit bing, Pay ciing Ji m{t trong nhitng nguyén
nhan khién nhiéu du 4n bude phir tam dirng trién
khai, hojc kéo dai thdi gian din dén lang phi
ngudn lyc. This gian thue hién gid1 phéng mat
biing phu thuge rat nhidu vao co ché& va muc dé bt
guéi phong mat bing cﬂnb nhu tinh than hgp tdc
cha ngudti din. C6 mdt s6 hd dan phén d6i, khdng
dbng tinh véi phuong dn dén bu di phé duyét.
Tham chi nhidu hé do b xic d tap trung khi€u
kién kéo dai, gy mat an ninh trdt s trén dia ban.
Con nhiéu hg ¢ tinh chdng dai, khang chdp hanh
quy dinh cia phdp luit, buge dja phudng, thim
chi, phéi dp dung bién phiip cudng ché thu hdi dat.
Matkhic, viec cudng ché ¢6 ldc ¢6 noi, chua trién
khai mét cich déng b, thicu sy phdi hap chit ché
véicdce bén hén quan, nén chua ddm bio quin 1y
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st dung t8t m3( bing da giai phéng, din d€n tinh
trang 141 14n chi€m.

D31 véi chc dy dn ludi dién ruyén tdi hay du
4n lam dudng giao théng, gidi phong mit bling
ludn dugc coi 12 khau quan trong nht va quy&l
dinh d&€n uén d6 m&i dy 4n. Bdi dic thi cdc cong
trinh nay di qua nhiéu dia phudng, nhiéu dja hinh
khédc nhau va mdi dia phuong lai 4p dung don gid
bdi thudsng khdc nbau, nén cong tdc dén bu gidi
phéng mat bang luén gip rdt nbidu khé khan,
viGng mic. Trén thyc (€, nhidu cong triinh cip
bdch, nhung dang cé nguy cd chim (ién dé mi
nguyén nhén chinh I2 do chua gidi quyél duge mit
bing. Vi du, dudng diy 220kV Phan Thiét-Phi My
2 14 mdt trong nhing du 4n trong diém, C'\p bach,
thudc Quy hoach pha! trién Pién lyc qudc gia va
Quy hoach phit trién dién lyc tinh Ba Ria-Viing
Tau gia1 doan 2011-2015 ¢6 xét dén 2020. Cong
trinh ¢6 18ng chiéu dai 140,03 km di qua dja ban 9
huyén va thanh phd. Téng mie diu tu xay dung
dy dn la 1.236,54 ty ddng. Trong qud trinh trién
khai di 4n, gip nhiéu vudng mic trong cdng tic
bbi thudng gidi phéng mat bang nén tién dé dy én
dang bj chim kha nhiéu so v61 k& hoach, c6 nhitng
phiin du dn cham d&n 3 nam.

2.2. Bét hop Iy trong chii truong chinh sdch

Thute 1& thi khung gis di1 do UBND cép tinh.
thanh phd tnyc thude Trung wdng ban hanh thudng
thip han gid tri quyén sét dung dat chuyén nhugng
trén thi trudng. Diéu d6 ciing din d&n hé qud la
ngudsi dan bi thu h8i dat khéng d uén a€ t4i dinh
cu mdt cich ddy di. NEu gid thi trudng cao han gid
khung do UBND caE tinh ban hinh, cin xdc dinh
theo gid thi ruddng dé ddm bao quyén lgi cho ngudsi
bi thu hdi dat. Mac du, diéu ndy rat khé dp dung
trén thie 1€, bdi 1€ con phit thude vao ngin sich
cip cho du 4n, hoac ddi khi chinh la vi c6 dy dn
ma gi4 d4t tai dia phuong lai bi day J&n cao hon
mic thong thudng trén thy truyng. Hon nira, ngudi
dan ciing hay c6 suy nghi ring n&u nhén tién boi
thuding sau, s& dugc hudng gid dat boi thuing cao
hon so v8i ho gia dinh dugc nhén tién bai thuding
trwde. Tam 1y A6 1a khdng ddng. Trén thue (& ¢d
nhiéu trugng hop cham nhan tién bdi thudng,
khong nhitng khdng lam gia tang thém di ich cho
ngudi bi thu hdi AT, ma ngudc lai, con khi€n ngudi
sit dyung dat khéng dudc nhin hd trg thudng, hoic
mat cde cd hi st dung tién boi thudng viro co hoi

kinh doanh khdc. Thim chi rat nhiéu céng trinh
phai cdu citu d&n sy can thiép cda Chinh phi méi
¢6 thé thic ddy dugc qué trinh thyc hién thi tuc
boi thuding gidi phéng mat biing tai cdc dia phuong
nhu cic cong trinh dudng diy 500 kV Phi My -
Sdng May, Séng May-Téan Pinh...

Thay d61 trong chinh séch, kéo theo thay 46i
trong thi€t k€, c6 thé din d&n nhitng thay d8i rong
Iita chon vi tri vi pha1 1am lai gdn nhy tir ddu céc
thil tyc gidi phéng mat bing. Ra sodt ki€m dém
cic ho dan bi gidi téa, d3i tugng vi chinh sdch dén
b phit hgp. Neuyén nhin cia sy chim tré trong
gidi phéng mit bing, con bt ngudn (if chinh sdch
dén bl c6 sy thay d8i, bat cip gita ¢ va mdi, gitra
cic dia phwong, din d€n viéc thong hi€u va chip
hanh chinh séch, phap ludt cia ngudi dén.

2.3. Ch@m iré do thil tuc

- Thit nhdt, d6 12 tnh ty, thi tue thu hdi, bd
thudng, hd tr¢ va tdi dinh cu theo quy dinh cia
phip ludt lién hanh dang c6 qud nhiéu khau trung
gian, nhidu thi tuc, nhu: thanh 13p hdi dong bdi
thudng, h trg va ti dinh cu; 18 chife diéu tra hign
trang, do dac, dém d&m tai sian; xdc dinh nguén
g6c dat, xac nhin nhin hd khiu. 13y y kién
phudng dn bdi thudng; tham dinh phudng dn, quyét
dinh thu héi d4t, quy€t dinh phé duyét phuong dn:
b trf t4i dinh cu vA 8 chite chi tra uén; 8 chic
van dong. thuy€l phuc; 18 chife cudng ché... Thasi
gian niém yét phudng 4n bdi thudng vd ti€p nhan
y ki€n 12 20 ngay; thdi gian ban giao dat 1a 20 ngdy
k€ W ngay thanh todn xong tién; qud 30 ngiy mi
khang bin giao thi méi duge 18 chltc cwdng ché.
Ciic du 4n nhd, thi viéc thu hi dat, bdi thudng, hd
trd ciing phdi mattlr 1 dén 3 nam, dy 4n ciing I6n
thdi gian niy cang ting 1én ddng ké.

Thit hat, cong tdc quin ly dat dai cia nhidu dia
phudng con yéu kém, tinh trang [dn chiém, i 1an
chi€m, cdi nd1, chuyén dé1 myc dich sit dung dat
vit chuyén nhudng trdi phdp ludt rdt nhidu, hdi
viy. khi thu hdi, xay dung phudng dn bdi lhudng,
hé trg, doi hdi m&t nhiéu thd gian v cong stc dé
ra sodt ki€m di€m xdc dinh 487 1wgng dp chinh
sdch tudng ing.

Thit ba, d8i véi trudng hop Nhi nude thu hdi
441, cdc quy dinh vé gid bdi thudng va chinh sich
hd tro cia Nha nudc, nhin chung con chua 1uong
xitng vdi gid tri quyén st dung dat bi thu hoi, gy
thigt hai cho ngudi sif dung dat.
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Tt e, ciing c6 nguyén nhan xuat phat nr y thic
cilia ngudi bi thu héi dat. Khang hdp tic véi cic 18
chitc 1am nhigm vu béi thu@ing ki€m dém tai sin:
khéong nhan gidy (&, i li¢u: khdng cé mat khi
duoe mdi; chong déi biing bao lyc hode tim 1y chi
dai dé duge muic bdi thudng cao hon..

2.4. Bt hop Iy trong phdn bé' von dau e

Bén canh nhitng nguyén nhan trén, mdt nguyén
nhin khic din d&€n hiu hét cic cdng trinh chim
ti&h do 12 do von khéng dude ddm bao. Hién tiong
phin b6 vén din trii vin phé biéh., trinh . thd
wic cap von, thanh 1odn cham tré din dén tién dd
thi cong kéo dai. Bén canh dé. trinh do, nang lyc
clia cdc chd thé tham gia dy dn con han ché, bit
ciip so v6i 18¢c do phit tri€n nhanh chung.

2.5. Hiu qud ciia sit ch@m tré

Viéc chim tré trong uén do thi cong cong
trinh s& gdy thiét hai rat 16n d&n tinh lién e
trong cung ¢ip sin pham. dich vy, anh hudng 16n
d€n uy tin cda doanh nghiép. Jam gia tang chi
phi vin hanh. Cong tic gidi phing mit bing gip
khé khiin khi€n doanh nghiép nha dau tu bi chon
von, khéng ¢é quy dat, khong the rién khai du
dn .. Cong tdc gidi phéng mat biang ngay cang
kho khan do doanh nghiép kho dat duge thda
thudn v4i 13t cd ngudi si dung dit nén dé bi rai
vio tinh trang dd dang "da bdo" khong trién khai
dir dn dugc, bi chén vén kéo dai, khong ¢é quy
di't d€ duge cdng nhin chd dau v du dn. Usce
tinh, c¢d nude hién c6 hang ngan dir iin weo, trong
d6 ¢6 dy &n da "dm dit" hang chuc nam. Théng
ké clda S§ Tai nguyén M6i trrgng Ha Néi cho
thi'y, trén dia ban thinh phd dang cé 383 du dn
chim trién khai. d€ hoang héa. Tai TP. Hé Chi
Minh. S& Tai nguyén Méi trudng xic dinh cé
215 dy dn lién quan tdi van d& cham tri€n khai.
Mat trong nhitng nguyén nhian co bin 13 do tic
nghén vé gidi phéng mat bing. Viée tinh todn
dinh luong nhitng hiv qua nay sé dude xem xét
trong phan sau

3. Khia canh chi phi

3.1, Phdt sinh chi phi vi chdm tién dp

Cham tién do xdy dyng: Cong uinh “chén”
vin. Khi céng (rinh chua dua vivo khai thde, chd
dAu e van phis i 131 vay lrong khi chua thé kinh
doanh. chua thé ¢6 duge ngudn thu nlmp nao tr
cong inh, tao ginh niing gép dor. gip ba lén chi
dau .
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3.2. Phit sinlt chi phi vi thay déi thiet k&

Thay d8i thiét k& lam phit sinh ril nhiéu chi
phi khéng ding c6, nhu chi phi lya chon lai mit
bling, chi phi gidi phéng mat biing, vdi thdi gian,
chi phi dén bl gidi phong mit bnng ¢6 thé bi diéu
chinh lang NGi 16m lai, thay d&i thi€t k€ sé kéo
theo it nhiéu hé lyy ddi vér chi phi.

3.3. Phdt sinh chi phi do nhitng y&u kém trong
quan Iy

Ong Trin Ngoc Hang. Cha tich Téng hoi Xdy
dyng Viét Nam dua ra nhin dinh, rit nhiéu cong
trinh dfu thau kéo dai xay ra chl yéu 3 cong lr‘mh
von Nha mrdc Hién tugng cuc bo, dia ph\rdng né
nang trong 5 chire lva chon nha thdu (k€ ca diu
lhfiu vi chi dinh thdu), hién wong tiéu cyc "quan
xanh, quin 43" cho cdc cdng ty "sin sau” ctia chi
diu w ciing giy dnh hudng nhiéu d€n chat lugng
thau. Trong khi d6. nhimg cdng trinh vén 1 nhin
cOng téc dau thau cuc ky don gidn va gon nhe. Dic
biét Luit DAu thiu thién vé chon nha thiu gid ré,
ma khong tinh dén diy Al thue chat ning lye dim
bao 1i€h 48 vii chit hiong nha thau din dén kéo dai
tha gian dau thau va thdi gian thi cong cdng trinh.

Theo nhin dinh cia Tong héi Xy dung Viét
Nam, cic dyf dn chdm ti€n do sé gdy thiét hai va
ling phi v6 cing 1dn. Nhii nude. doanh nghiép va
¢3 xii hoi bd von ddu e vio ciic dy dn xdy dyng
(chi€m 40% GDP), nhu‘ng dc cham hoan thanh dan
dén dinh ¢ siin xudt, ngudn vén khong dude quay
vong kip thdi bi "chon” lai. Nwiéu khu dat bi bé
hoang héa chd du dn, trong khi ngudi dan doanh
nghiép thi khdng c6 dat kinh doanh. Nhirng thiét
hai ¢d true tép va gidn tiép lién quan dén dit dai
khé ¢6 thé do d&m hét.

4. Dinh lvgng cdc thiét hai

Trong phin uép theo, bai viét ¢d gling lugng
héa nhitng thiét hai ¢6 th p néu chim ti€n do
va phdt sinh thém chi phi. Cic s6 liéu nay dude
dng hop va tinh 1o4n dura trén nhirng du dn di
dugc thue hién.

4.1, Gid djnh cdc théng s6'dau vao (Bing 1)

4.2. Phiiong dn co sé

Sau khi tinh todn, chiing ta cé Ihé thiy dy dn
may khi thi. Hicu qud cu the' (Bing 2)

4.3. Gid dinl dit dn bi chdm 1 ném so voi ké
hoach

'NEutién do thyrc hien dy dn kéo dai, & din
dén nhitng thi¢t haj to In khong chi vdi ti€n do
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BAng 1. Cac thong s6 déu vao

Péu tu | 1236.54 ty déng |
| om } 1% | Hsck | s% |
| | 30% Svay | 7% |
T D 2 wem | Tewy | 2
Tedyan| 25 mam | VAT | 10%
} B | 14856 ‘ ty déng | Thug suit‘ 25%‘J
Ngubn: Tit cdc du dn da thue hign va
Rid dinh ciia ric gié

BAng 2. Phuong &n cd s

NPV csh d7tydéng |

FTR}' " 7.38% ]
Thy 17 nam | 64 lhéngij

Nguon. Tinh todn ciia wic gid

ma cdn véi chi phi thue hién dy dn vi qua do 1di
toan bd méu qud ciia dy dn,

Du in dua vao khaj thdac chdm | nim. Doanh
thu chi ¢6 bidt dau tif ndm thi 2 Thdi gian khiu
hao vin 1a 20 ndm W nam thd 2 dén nam thi 21,
Tuy chua khai thic dugc céng trinh. ching ta van
phdi tra gdc va trd 1a1 cho cdc khodn da vay. Chi
phl van hinh sé ting thém 0.2% so vdi 18ng mdc
d8u w. Hon nira, t6ng mitc dau tr cling bi diéu
chinh tang. vdc khodng 5% do cdc nguyén nhin
khdc nhau. Vi tdng mirc ddu W ting nén dy dn
phii gdnh chiu thém cdc khoan trd gdc v trit [ai
twdng g,

Do nhitng 4nh hudng néu cue nhu viy. hi¢u qué
dy dn da gidm ddng, k€ cy hé dugc rinh by trong
Bing 3.

Bdng 3. Phuong an cham 1 ném

3551ty dcng

53% |

23nam7.9 mang

Thai gian hoan von

Nguon: Tinh todn ciia tic gid

C6 thé (hdy hiéu qud du dn da giam ding ké.
chi con 35.5 1y VNB, tite 1a chi con khodng hdn
15% so vai phudng dn cd s, Thdt gian hon vén
kéo dai td1 hon 23 ndm (wdi tho dy dn la 25 nim).

4.4, Gid dinh dit @n bj chdgm 2 nam so vdi
k& hoach
Dv dn dua vdo khai thdc chdm hai nam Hai
nam ddu hoan toan khéng c6 thu nhap. Thai gian
kha'u hao viin 1a 20 nam 1 nam thit 3 d€n nam thi
22. Tuy chua khai thic duge c6og trinh chiing ta
vin phdi trd gdc va trd 1di cho cdc khodn da vay.
Chi phi van hanh s& ting thém 0.5% so v6i lonﬂ
mitc ddu w. Hon niva, 18ng mdc dau of cang bi
chinh ting, vdc khodng 10% do cdc nguyén nhan
khdc nhau. Do nhitng @nh hu@ng tiéu cuc nhu vay,
dy én tré nén khong ¢6 hiéu qud. cy thé dudc trinh
by trong Bing 4.

Bdng 4. Phuong an chgm 2 nam
-166.48

| NPV csh (ty VNB)

IRR T asew

Théi gian hoan vén khdng hoan vén |

Nguon. Tinh todn cia ric gid

Trong dy 4n chi cin dy 4n chdm hai niam [3 du
4n mat toan bo 1di. Viy ma c6 nhitng dy 4n bi
cham 2 -3 ndm, hoiic tham chi nhiéu hon. C8 thé
thiy cham ti€n d6, phit sinh thém chi phi. gdy hau
qua nghiém trong dén hiéu qud dy dn.

5. D& xuit mot 6 giai phdp d€ ning cao higu
qua, dim bao ti€n dp va chat Wigng dy 4n

B¢ dy dn dm dugc hiéu qua 161 ¢6 nghia Ja si
dung dung ngudn lwe duge grao mdt ciich co hiéu
qua vi hoan thanh cic muc tiéu: Dung 1i€n 48
dugc giao. ding chi phi duge duyét vi chit Iugng
13t nhy yéu cdu; thye hién khiu hidu “Do more
with less ™, Trong nhing tht bai cing cin phii lam
6 ¢d nhidin, ¢g quan nio chiu trich nhig¢m vd) wng
dudn. Phii xac dinh ro van dé, xic dinh 6 auphai
chiu trdch nhiém va trich nhiém dén diu? C6 nhu
vay thi cdc gidi phip mdi thue su ¢6 y nghia va
mdi ¢o tinh kha thi.

5.1. Thite hign diing quy trinh

Quy hoach phai ¢6 trude. Lap ké hoach va
thuc hién nghiém k& hoach di duge phé duyét.
BE trinh phdi thay d&i thi€ k&, phiti lim la
dav. trong qud trinh thue hién ching ta phdi wan
thd nghiém ngat quy winh. Tdt ¢d cic cdng trinh
xdy dyng déu phai xudt phit tr quy hoach. Quy
hoach kinh 1€ - x3 hai phdi di trube mot bude, quy
hogch vang, chi i€t 1am ¢d sd cho du :in. Nha
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Thit 1, cding ¢ nguyén nhan xudt phac i § thite
cda nguii bi thu hdi dat. Khong hop tic véi cdc 18
chire lam nhlcm va bdi thugng kiém d&m 1ai san:
khéng nhiin gid'y 18. tai liéu; khéng co miat khi
dugc misiz chdng d&1 bing bao lyc hoic tam 1y chd
ddi d€ dugc mdc béi thuding cao hon...

2.4. Bat hop Iy trong phan bé' vén dau tt

Bén canh nhitng nguyén nhéan trén, mt nguyén
nhan khic ddn d&n hau hét cic cdng trinh chim
1€n do 1a do viin khdng duge ddm bdo. Hién wang
phan b& v&n dan trdi vin phd bi€n, trinh w, thi
e cdp vén, thanh 1o4n chim wé din dén 1ién do
thi cong kéo dai. Bén canh d6, trinh dé, niing luc
clia cic chii thé tham gia dy 4o con han ché, bat
cip so véi toe dod phul rién nhanh chung.

2.5. Hu qua ciia su cham tré

Viéc chim tré trong tidn do thi céng cong
trinh s¢ gdy thiét hai rdl Idn d&n tinh lién 1uc
trong cung cAp san pham, dich vu, anh hudng 1dn
dén uy tin cda doanh nghlép lam gia ting chi
phi vin hanh. Cong tac gid1 phéng mét biing giip
kho khiin khi€n doanh nghiép nha ddu tu bi chon
v, khong ¢6 quy dat, khong thé trién khai du

n... Cong tdc gidi phéng mit bling ngay ciing
khé khan do doanh nghiép khé dat dwde théa
thudn vdi 1d1 ca ngudi st dung dat nén dé bi roi
vao tinh trang dd dang “da bido" khdng trién khai
dy in dudc, bi chén vén kéo dai, khdng ¢d quy
dit ¢ dude cong nhin ehi ddu w du dn. Ude
tinh, cd nuée hién ¢6 hang ngin dyf dn treo. trong
d6 c6 dy dn di "ém dat" hing chuc nim. Théng
ké clia S& Tai nguyén Moi trudng Hia N6i cho
thay. trén dia ban thinh phd dang ¢6 383 dy dn
cham tén khai, ¢¢ hoang héa. Tai TP. HS Chi
Minh. S3 Tai nguyén Mo trug ¢ dinh ¢6
215 dy din hén quan (6i vin dé chiam trién khai.
M3t trong nhitng nguyén nhiin co bin la do tic
nghén vé gidi phéng mat bing. Viée tinh toin
dinh lugng nhimg hiu quii nity sé dude xem xél
trong phin sau.

3. Khia canh chi phi

3.1. Phdt sinh chi phi vi chdm tién dj

Chim (i€n do xdy dung: Céng trinh “chon™
vimn. Khi cong trinh chua dua vio khai thdc, chi
ddu w vdn phaitra lai vay trong khi chua thé kinh
doanh, chua thé ¢6 duge ngudn thu nlup nio (r
cong trinh. 1ao 2dnh nang 2dp doi. odp ba [én chi
dAu
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th chi phi vi thay doi thiét k&’

Thay déi thiét k& 1am phat sinh ra1 nhiéu chi
phi khong ding ¢6, nhu chi phi lua chon lai m4t
bing. chi phi ghn phéng mat bling, vai thdsi gian,
chi phi dén b gidi phong mat blng c6 thé bj didu
chinh tang .. N6i t6m lai, thay 481 thié1 k€ sé kéo
theo rit nhiéu hé lyy déi vdi chi phi.

3.3. Phdt sinh chi phi do nhitng y&u kém trong
quén ly

Ong Trin Ngoc Hung. Chi tich Tdng hos Xay
dung Viét Nam dua ra nhdn dinh, rdt nhidu cdng
trinh dAu thau kéo dai xdy ra chi yéu & cong trinh
v&n Nha nudc, Hién tudng cuc bo. dia phudng, né
nang trong (S chifc lya chon nha thiu (k€ ca dau
thiu va chi dinh thiu). hién lu’dna ticu cuc "quin
xanh, quiin 43" cho cdc cdng ty "sin sau” clia chi
diu w ciing giy dnh hudng nhiéu dén chil lugng
thau. Trong khi d6, nhimg cong trinh v8n w nhan
cong tac diu thitu cue ky don gidn v gon nhe. Pic
biét Ludt Bdu thiu thién vé chon nha thau gid ré,
ma khong tinh dén ddy i thue chat nang lyc dim
bao uén dd vi chit lugng nha thiu din dén kéo dai
(i gian dilu thiu vd thdi gian thi cdng cong trinh.

Theo nhin dinh clia T(‘;ng hdi Xay dung Viét
Nam, cdc dy dn cham tign d§ sé gay thiét hai vi
lang phi vo ciing 16n. Nhit nude, doanh nghiép va
cd xd hdi bo van ddu wf vio cde du dn xdy dung
(chi€m 40% GDP), nhung do chim hoan thanh dén
d&n dinh 1€ sdn xudl, ngudn vén khong duge quay
vong kip thdi bi "chon” lai. Nméu khu di't bi bd
hoang hoéa chy du 4n. trong khi ngudsi din doanh
nghiép thi khong c6 ddt kinh doanh. Nhimg thiét
hai cd true Ep va gidn uép lién quan d€n dit dar
Khd €6 thé do d&m hé't.

4. Pinh lugng cdc thiét hai

Trong phin (i€p theo, bai viét ¢ ging lugng
hGa nhitng thiét hai ¢d thd gip néu chim uén 4o
vir phit sinh thém chi phi. Céc 6 liéu nivy dugc
18ng hop vl Linh todn dya trén nhitng dy dn da
duge thue hién.

4.1. Gid dinh cde thong $6 dau vio (Bing 1)

4.2. Pntong dn co so

Sau khi tinh todn. chiing 1a ¢6 thé tha'y du 4n
nay khi thi. Hiéu qud cu thé: (Bing 2)

4.3. Gid dinh d dn bi chgm | nédm so vdi k&
hoach

NEU uén dé thie hién du dn kéo dai. »é dan
dén nhitng thi¢t hai 10 16n khdng chi véi 1i€n do
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Bang 1. Céc thong s8 a4u vao

L Déu tu | 1236.54 ty ddng \ 777“
| oM 1% HSCK 5%
vay 30% LS vay 7%

{—5 - 20 ’ nam TG vay 20 ‘
TG dy an l 25 VAT 10%

§14asa 1y déng | Thué suat 25°/Q

Nguon. Tix cdc dy dn da thue hign va
gid dinh ciia tic gid
Bdng 2. Phuang an co s8

NPVesh | 23171y déng ]
IRR | 738%
Thy ‘ 17 nam 6.4 thang 77‘

Nguon: Tinh todn ciia tic gii

ma cdn vdi chi phi thuc hién du dn va qua d6 6i
toan bd hiéu qud ctia du dn.

Du dn dua vao khai thiic chim 1 nam. Doanh
thu chi ¢6 bilt ddu it ndm thd 2. Thai gian khau
hao ven 13 20 ndm tr nam tht 2 d€n nam af 21,
Tuy chia khai thic duge cong trinh. ching ta vin
phai il g6c v trd 131 cho cidc khodn di vay. Chi
ph| van hanh s& l.mB thém 0.2% so vdi téng mUc
ddu 1. Han nifa, 16ng mitc dau we ciing bi didu
chinh (ang. «dc khodng 5% do cdc nguyén nhin
khdc nhau. Vi tdng mic diu W ting nén du dn
phdi gdnh chiu thém cdc khodn trd gdc v trd lii
wang ung.

Do nhitng dnh hudng ti¢u cye nhu vay, hicu qui
dy dn dd gidm ding. k€ cu thé duac rinh by trong
Bing 3

Bdng 3. Phudng an cham 1 ndm

( NP csh 1 35.5 1y déng T
IRR ‘ 533%

Théi gian hoan vén

23 nam7.9 Ihéng

Ngudn. Tinh todn ciia tic gid

C6 thé iy hiéu qui dy én da gidm ding k¢,
chi con 35.5 ty VND, titc Ja chi con khoing hou
15% so vdi phudng &n cd sd. Thai gian hoin vén
kéo dai té1 hon 23 nam (tud1 tho dy dn 1d 25 nim).

4.4. Gid dinh di dn bj chdm 2 nam so véi
ké hoach

Du dn dua vao khai thac chim hai naim. Hai
nam diu hodn 10dn khdng c6 thu nhip. Thai gian
kha'u hao vin 12 20 nam tir nam thi 3 d&n nam th
22. Tuy chua khat thée duge cong trinh ching ta
van phii trd gde vi trd 1ai cho cdc khodn di vay.
Chi phl vin hinh sé& tang thém 0.5% so vdi 18ng
mue dau te. Han nira, u)ng mite diu nectng bi didu
chinh tang, u§c khoang 10% do céc nguyén nhan
khic nhau, Do nhirng dnh hudng tiéu cue nhu vy,
du dn 1rd nén khong ¢6 higu qua. cu thé dugc trinh
bay trong Bing 4.

_Bdng 4. Phudng an ch@m 2 nam

 NPVesh(@GWND) | -166.48
IRR ‘

Thai gian hoan vé'n

Nguon: Tinh todn ciia tdc gid

3.59%

khéng huén vén

Trong dy dn chi ciin du dn chdm hai pam 12 dy
dn mat todn bd (a1 Viy ma c6 nhimg dy 4n bi
cham 2 -3 ndm, hoiic thim chi nhiéu hon. Co thé
thay cham tién dd. phét sinh thém chi phi, eay hau
qud nghiém trong d€n hiéu qua du n.

S. b& xuat mjt s8 giai phap A€ nang cao higu
quii, d3m bdo tiéh dd vi chat lugng du dn

D& du dn dat dugc higu qua (81 ¢o nghia [a sir
dung dung ngudn lue duge giao mot cich cé hiéu
qud va hoan thinh cic muc tiéu: Bing ti€n do
dugce giao, ding chi phi dudgc duyét va chit Iugng
13t nhie yéu ciu; thiee hién khiu higu “Do more
with less ™. Trong nhitng that bat ciing cin phis Jam
o cd nhdn, cd quan nio chiu trdch nhiém v ting
du dn. Phiii xdc dinh ré van dé, x4dc dinh 16 ai phai
chiu triich nhiém v triich nhiém dén divu? C6 nhy
vy thi cic gidi phip mdi thuce suf co y nghja vi
méi ¢o tinh kha thr.

S.1. Thue hién ding quy trinl

Quy hoach phdi ¢6 wuge. Lap k& hoach v
thuc hién nghiém k& hoach da duge phé duyét.
BE trinh phii thay doi Q€ ke, phii livm laj 1
dau, rong qud trinh thyc hién ching ta phdj tuin
thd nghiém neat quy trinh. TAT ¢4 ciic cong trinh
xdy dyng déu phii xudt phat 1 quy hoach. Quy
hoach kinh t& - xa hoi phai di trude mdt bide. quy
hoach ving. chi i€t lim ¢ 5§ cho du in. Nha

S8 5-Thdng 4/2019 79



TAP CHi CONE THUONG

nudc phii sita 57 b6 sung, thim chi xay dung
hing loat nhing diém mdi lién quan dén Lujt
Pau thiu, Luat Xay dyng, Ludt Quy hoach. Thye
hién quén ly dy dn theo mdt quy trinh dugc chuin
bi tir trudc k€ (i khau 13 p, thim dinh dy dn ddu s,
thi€t k& k§ thuit, 18 chire thire hién dén bo gidi
phéng mat bling, ddu thau, thi céng va gidm st
thi cong cdng trinh...

C6 k& hoach va quy trinh ki€m tra, gidm sét
chilt lugng cdng viéc cia cdc nha thiy, ctia wr van
d4dm bho du 4n dugc (hc hién ding nhu (hi€t k€ da
phé duyét (chat lugng, (ién dd dy 4n) va hgp ddng
43 Ky Két.

Quiin ly ti€n do th1 cdng va ning lyc cia cdc
nha thau. Sau khi dy 4n trién khai, Ban quin ly dy
&n cén phan cong cn by phu rach dy dn ki€m tra
dén ddc thudng xuyen ti&n do du 4n.

5.2. Kign toan bp mdy quén ly du dn

Ti€n hanh ddi mdi, sip x€p lai cd cfu lao dong
trong bo mdy quan 1y nhdm phét huy (3i da niing
Irc cha todn b 16 chic; phan b cong viée ddy da,
phu hgp véi ning lyc cia (g ¢4 nhan trinh tinh
trang lang phf ngudn nhan lyc. Quy dinh chic
ning, nhi¢m vu rd rang, cu thé cho cdc don vi, cdc
phong ban chirc ning va ting cd nhan d€ tranh
trudng hep chdng chéo, hay bo s61 vé quyén han
cling nhv trdch nhiém gi\]a c4c thanh vién tham
gia quin Iy dy dn. Tuyen dung, xay dung dé: nga
c4n bd quin ly di vé s6 Iuﬂng, chudn vé chil
lugng dip ing duge cdc yéu cdu clia cong viéc.
Xay dung chinh séch tuyén dung, thu hit nhin ta1
(biing ch& do ditng hdp |y, mirc ludng linh dong,
hap din va cdc cd héi phit trién nang lue, nghé
nghiép cha ting ngudi. Cong tac tuy€n dung phii
duoc ti€n hanh cong khai. minh bach. tuyén dung
dting ngudi vio ding vi tri cin thi€1

Ban QLDA phii Judn ludn ¢6 nhimg khéa tap
hudn nghiép vu tai ché hodc cif cdc can bd ki thuat
di ddo 120 ndng cao kién thirc nghiép vu.

D3 véi cdc cong trinh dau tu 16n, viée Jua chon
¢d quan w vin xiy dyng la mdt nhi€ém vy quan
trong vi phitc tap. Mt trong nhitng nhin 18 quyé&t
dinh 12 cd quan w vin nay phii ching minh dugc
kinh nghiém qua nhitng du dn wong 1, da dude
ho thye hién trude do.

Cong tac thim dinh ¢6 Mt vai trd quan trong
4nh hudng dén t8ng mitc dau tu, thti gian thim
dinh va chi phi thim dinh. Ban QLDA can ¢ mot
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quy trinh thim dinh hgp 1y, cu thé véi ting dy 4n
va gin lién trdch nhi¢m vai mbi cd nhan tham gia.

5.3. Cong tdc dén bir va guu phong mdt bing

Bdi cong téc dén bd gidi phong mit bing la
céng viéc hét sitc phic tap v nhay cdm, vi vdy aé
tri€n khaj t6t cng tdc nay doi hdi Ban QLDA
phai nd htc h&t minh vdi su ph6i hgp hd trg chit
ché clia cdc ban nginh dia phudng, véi thii tuc hét
sttc chit ché va ddy da (heo quy dinh cia Nha
nutde nhiim dim bdo dugc 1gi ich cia Nha nudc,
déng thisi vin ddm bao dudc Igi ich cia nhin din
trong khu vyc gidi tda. Ban QLDA cén phéi: Sau
khi lip bdn vé ma( bing st dung dit va trinh
UBND tinh phé duyét, trén cd s§ do, Ho1 déng
dén bl théng bdo cho nhin din dia phudng biét
quy hoach aé khéng ¢6 cic bi€u hién i lan
chi€m. Phaj lam (3t cdng tac tuyén truyén, gidi
thich, vin déng, thuy&t phuc d€ c4c hd dan hi€u,
A8ng tinh vA ty gidc chip hanh, déng thuin thyc
hién du 4n, sém ban giao mit bing hi cong.
Tranh thi 181 da sy giip d8 cla chinh quyén dia
phudng, ¢6 thdi dg cing rin, cudng quyét véi
nhitng cd nhén voi vinh, chéng dai.

Lip phudng dn dén bi theo quy dinh cda nha
nudc, nhung ciing phéi cé sy tham gia cia UBND
cdc tinh thanh phé ndi ¢6 dit gidi 1da. T d6 dua
ra dugc phuong an (61 nhat, dung hda dugc Igi ich
cha nhin dan va tdi ich cha dat nuéc. Déng thdi,
phdi ning cao chit lvgng thim dinh phudng 4n dén
bd ctia cd quan lién quan, dp dung co ché chinh
sdch phdi tuyg( dsi chinh xdc dé trdnh su bat binh
ding gilra céc ho dan phai di ddi.

DE hoan thanh (5t cong téc nay thi diu tizn Ban
QLDA cén yéu chu 1 vin thi€t k& cn 1ap ngay
bin vé mit biing chi€m da1 cha dy &4n ngay sau khi
dy §n diu te dudce phé duyét. Sau do phat ngay lap
tite rinh ¢dp €6 thim quyén phé duyét, 1am ca sd
d€ xin dia phuong c&p dit cho cong trinh.

Ban QLDA cin ki€n nghi dia phuong thanh
1ap ngay Hoi dong dén bu gidi pnéng mit biing
cho dy én song song vdi thi tuc thu hdi ddt. Sau
d6 Ban cin phdi hop chit ché voi Hoi déng dén
bd dia phudng, dé 1l dS dua ra nhirng phuong dn
thang k&, ki€m dém 161 nhat, chéng moi bicu
hién 1di 16n chigm,

Ban QLDA ciing can tham gia vio céc giai
doan 1§ chic thue hién céng tic dén bu gidi phéng
mit béng clia Hai ddng. Trong qué trinh nay, Ban




QUAN TRI- QUAN LY

cin pha’l 13 khai, hop cong bd dy dn va phudng
thite dén bir cho t8 chite. ca nhin bi dnh huéng,
kiém ké, chi cd tién dén bl va ngay cd phdi hop
v61 cde nganh lién quan dé gidi thich, van dong va
(rd 13i khi€u nai (néu c6).. Bén canh dé, Ban
QLDA ciing cin thuding xuyén dén ddc Hai dﬁng
dén by hoan thién phuong an dén b va trinh thim
dinh, khong kéo dai thdfi gian thue hién. Déng thdi,
pha1 gidm sdt ki€m tra ky khét luong phii dén by
gidi tda, 4p gid, chinh sich 4p dung phii hop v6i
céc quy dinh cia Nha nudc, dp dung cdc chinh sdch
vé boi thuing, hé trd theo quy dinh cda Nhi nudc.

5.4. Pdu thau va lta chon nha thdu

Ban QLDA phéi kip thdi thao g8 vuéng mic,
trinh nhitng tiéu cyc, dnh hudng d&n ién dd va chi
phi thye hién du dn. Trude hét, ban QLDA phéi
thire hién diing va ddy di quy trinh 1if céc khau lap
k& hoach diu thau dén 1ap hd so mi thiu, cong
tic xét thiu dé phét huy tich cyc, han ché v khic
phuc cdc nhuge di€m. Kip thdi phdt hién va bién
phiip ngan chin nhing bi€u hicn khdng lanh manh
trong dau thiu. Ban QLDA két hdp vdi cic cd quan
chiic nang c6 tham quyén s& gidm sdt chiit ché qui
trinh d8 thau d€ 1ya chon nha thiu. Trinh wyét
461 truding hop qué coi trong gid dy thiu din dén
chon nha thiu khéng di niing lue, phét sinh ling
phi, kéo dai thon gian.

5.5. Cong tdc thi cong xay dung cong trinh

Diy la cong tic quan trong nhat dé thye hién dy
in, chi€m mot thai gian dai nha't trong toan bd chu
trinh quin 1y dy dn. Céng tic niy quy€t dinh tryc
1i€p dé€n chit ludng cda cong trinh, thdi gian hoin
thanh dy dn. Vi vay dé dim bdo céc tiéu chi vé
thon gian, chdt lugng va chi phi, Ban QLDA can
phéi quén Ji chit ché.

5.5.1. D3i vdi nhé than thi cong:

Nha thau thi cong vdi w cach 13 mét chi thé
chinh ¢6 vai tyo dic biét quan trong trong qua trinh
thi cong. Nhy mét didu kién cia hap déng, Ban
QLDA ciin yéu cdu Nhi thau phai nghiém tic
trong viéc cung cip mt bin 1i€n do. ké cd mjt bin
thuy&t minh vé c6ng nghé thi cdng xay dung dy
ki&n, md1 Jich trinh dy bio dong tién trong dé chi
& nhitng thati di€m thanh todn. Nha thiu cé 1hé
chon nha thdu phu (nhung phdi thong qua Ban
QLDA) cho titng phin cong viéc nhung khong
dude bén thau. Viée chon nha thdu phu phéi duge
sy phé duyét cia Ban QLDA nhung nha thiu viin

s& phai chiu trdch nhiém vé nhitng phan cong viéc
do cac thiu phu thuc hién.

5.5.2. BGi vdi don vj nevan giam sdt

Trong qud trinh thi cong, gidm sit vd quin Iy
chal ludng cong trinh xay dung c6 vai trd dic bigt
quan trong. N6 g6p phin quin li qué trinh thi cbng
dién ra ddng ti€n d6, ddm bao chat lugng va chi
phi dudc duyét.

Yéu chu cdc nha thiu cing nhirtu van gidm sat
phdi tudn thi nghiém ngdt ding quy trinh, quy
pham vi thigt k& ky thuat, Trinh cic biéu hién dé
ddi vdi cde nhi thau clia W v gidm sét va cha
chi diu ty Yéu cau don vi wr vﬁ‘n g1dm sdt phéi
nhan thitc ddy dG pham vi quyén han clta minh.
Trong mdi quan hé vdi nha thiu, ngoai viéc theo
doi ki€m tra vé chit lugng thi cong tf van gidm sat
con 1a ngudsi hudng dan k¥ thuit, Ban QLDA cin
g4n trdnh nhiém va quyén ldi cu thé trong cong
viéc dugce giao nhiam tao y thirc trdch nhi¢m cda
céecdn bo gidm sdt.

Bén canh d6, Ban QLDA phdi ¢6 hinh thic
tuyén md cic cdn bd gidm sdt ¢d tinh thin trich
nhiém cao, ¥ thitc ky luat 18t bén canh y&u 18 vé
chuyén mon.

6. Bai hoc kinh nghiém hoan thién cdng tic
quan ly dy sn

Bai hoc 1. Thanh cong rude hét ddi hdi sy cum
ké1 vitng chic vdi cic bén lién quan trong qud trinh
thyc hién ¢ ddy 1a chinh quyén vi cic 18 chie doan
thé tai cic dia phuong tham gia dy dn. Chinh quyén
tlr Trung wdng dén dia phucng cin 1ing nghe ngudi
dan v huy déng cic ngudn lye clia minh dé cang
chung sitc thyc hién dy dn

Bai hoc 2* Chia khéa cho sy thanh cdng lii tinh
linh hoat. khd ning thich dng va sira chita nhing
sai 561 va sy ph6i hup chat ché giira cdc bén lién
quan trong qud trinh thuc hién duf dn.

Bai hoc 3: C6 sy chia sé chi phi gitra cdc bén
lién quan 13 mét nhin 1§ d6ng gdp quan trong vio
suf thanh cong trong qud trinh thuc hién dy 4n.

Bai hoc 4: Mot nhan t8c quan trong trong thinh
cong clia ¢dng tdc qudn 1y dyf in chia sé hgp Iy
trdch nhiém ciing nhy quyén 1di gitra cdc bén lién
quan.

Bai hoc 5: Ludn dam bao nguyén 1ic cong biing
va minh buch trong moi vin dé ¢6 lién quan. BE
dém bio hivd hda I¢1 ich cha ngudsi s dung dat, ch
ddu  dy dn vit Igi ich xi hoi m
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ABSTRACT:

Quality, time and cost management are three most mentioned aspects of project
management. In which, quality management has always been the top aspect of the business
operation as well as of the project management  These three aspects are closely related to each
others, However, this study focuses on analyzing the time and cost management aspects in order
to figure out solutions to mnimize costs and improve the efficiency of an investment project.

Keywords: Project, effectiveness, cost reduction, project management.
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