GIOT THIEU

QuUY TRINH 10 CONG POAN
TRONG QUAN LY DY AN

}Lhién ctu hoan thién vé ky thudt
quan ly dv dn, tuw vin quan ly du dn hay
ndng cao ndng luc cua cdc can bé quan ly
du dn, gidm déc quan ly du dn hién la
vdn dé dang duoc quan tim tai Viét
Nam. Trong khi tim kiém di liéu trén
mang toi tinh co tim duoc trang web
TenStep com, mét website cla My ve
qudn ly dv dn. Tai trang nay c6 dé cap vé
Quy trinh 10 bude dé qudn ly du dan
(The TenStep Project Management
Process).

Theo gidi thiéu trén website, TenStep
sé giup cho cdc nha quan ly du an hoan
thanh dugc cong viéc cua cdc loai du dn.
Quy trinh TenStep cung cdp théng tin ma
cdc nha quadn ly dv dn can thiét dé hoan
thanh cong viéc ctia minh, phuong phdp
va tdac nghiép quan ly du an dude gidi
thiéu tung bude chi tiét (step-by-step), bdt
ddu vdi cdec vdn dé co bdn va phdt trién
ddn tdi cdc vin dé phiic tap theo ddc thiu
cua tung du dn riéng biét.

Trong khuon khé bai nay xin téng
hop khai quat va gioi thiéu cung ban doc
dé tham khdo. Hy vong qua dé ching ta
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sé phan nao co mot cai nhin téng quan vé

quy trinh, nhitng kién thiic, ky ndang can
tim hiéu va nhitng cong viéc phdi lam
cua coébng viéc qudn ly dv dn theo cdch
nhin va phuong phdp ti mét nude cé nén
qudn ly sdn xudt phdt trién.

KS. Nguyén Thé& Anh
Vién Kinh té xdy dung

Quy trinh quan 1y du an dugc dua
ra gbm 10 céng doan (The TenStep
Project Management Process):

1.0 Xdc dinh cong viéc - Define the Work

2.0 Xay dung ké hoach tién do va ké
hoach vén (k€ hoach ngan sach
danh cho du &an) - Build the
Schedule and Budget

3.0 Quan ly ké hoach tién dé va qudn

ly vén (quan ly chi phi) - Manage
the Schedule and Budget.
4.0 Qudn ly theo linh vwe - Manage

Issues.

5.0 Qudn ly phdt sinh, thay déi -
Manage Change.

6.0 Qudn ly su phéi hop, két néi, giao
tiép giwa cdc bén tham gia du
dn - Manage Communication.

7.0 Qudn ly rui ro - Manage Risk.

8.0 Quan ly nguén nhéan luc - Manage
Human Resources.

9.0 Quadan ly chdt luong -
Quality.

10.0 Quan ly cdc thuwdc do (st dung hé
cac chi tiéu, cong cu quan ly) -
Manage Metrics.

Manage

Trong cac cong doan bao gdbm cac
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cong viéc, k¥ ning nho. V6i tiung cong
doan nguoi quan 1y du 4n cAn nidm duge
3 van dé chinh: Quy trinh (Process), ky
thuat (Techniques), tham khao nhanh
(Quick Reference).

1. CONG POAN 1.0 - Xac dinh cong
viéc

Yéu cau dau tién khi tién hanh
cong viée, ngudi quan 1y du an phai hiéu
dudc:

1.0.1 Dy an la gi? - What is a Project?

1.0.2 Thoi diém bat ddu va két thic cia
du an - Project Start and End
Dates

1.0.3 Quan ly du an cing la quan ly vong
doi du an - Project Management
vs. Project Life Cycle

1.0.4 Quan ly dv dn cing la quan ly san
phdm - Project Management vs.
Product Management

1.0.5 Vai tro cua Gidm déc quadn ly du dn
- The Role of a Project Manager

Sau khi tim hiéu vé nhiing kién
thtc trén, bit dau tién hanh tiép can
ngudn thong tin xac dinh céng viéc (xép
hang du an: Du an ¢6 16n, dy an c6 vua,
du an cd nhd). Tai litu huéng dan
TenStep sé gidi thiéu theo 3 phan:

1.1 Quy trinh xac dinh céng viéc - Define
the Work / Process

1.2 Ky thudt xdc dinh cong viéc - Define
the Work / Techniques

1.3 Xdc dinh coéng viéc | Tham khdo
nhanh - Define the Work / Quick
Reference
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2. CONG POAN 2.0 - Xay dung ké
hoach ti€n do va ké& hoach vén

Cong doan nay dudc hinh thanh va
c6 mo6i lién hé véi cong doan 1.0.

2.0.1 Quy trinh x4y dung ké hoach tién
db6 va ké hoach vén - Build the
Schedule and Budget / Process

2.0.2 Ky thudt xdy dung ké hoach tién do
va ké hoach von Build the
Schedule and Budget / Techniques

2.0.3 Xay dung ké hoach tién dé va ké
hoach vén | Tham khdo nhanh -
Build the Schedule and Budget /
Quick Reference

Cong doan 1.0 va 2.0 6 giai doan
thong tin con chua nhiéu, so bo. Vi vay,
ching ta ciing chi nén dit ra yéu cau la
¢ gdng lam t6t dén miic c6 thé, dung ky
vong G su hoan hao.

3. CONG POAN 3.0 - Quan ly ké& hoach
tién d6 va quan ly von

Ngudi quan 1y du an phai nim
duge van dé Khdi dong va két thic Dy an
(Kicking Off and Closing the Project)

3.0.1 Quy trinh quan ly ké hoach tién dé
va ké hoach vén - Manage the
Schedule and Budget / Process

3.0.2 Ky thudt quan ly ké hoach tién doé
va ké hoach vén - Manage the
Schedule and Budget / Techniques

3.0.3 Quan ly ké hoach tién do va ké
hoach von | Tham khdo nhanh -
Manage the Schedule and Budget /
Quick Reference



4. CONG POAN 4.0 - Quan ly theo linh
vuc

Chia nhiing van dé dugc xac dinh
trude 1a sé can trd viéc dam bao tién do
cia du 4n ma Gidm déc quan ly du an
cung v6i doi ngli can bd cua minh khong
thé giai quyét, phan bd nhiing van dé d6
ra theo linh vuc va yéu ciu su trg giup
cia cac t6 chtic, cA nhan bén ngoai
(chuyén gia, tu van, nha thiu, nha cung
cip tham chi 14 cac cong nhan lanh nghé,
sang tao hodc nhiéu kinh nghiém...).
Quan ly theo linh vyc la mot trong
nhiing phan nén tang cia 10 budc quan
ly du 4n ma nguoi Giam déc quan ly du
an can phai rat quan tdm va phai lam
cht. R4t nhiéu du an phai giai quyét cac
su c6, hodc cac van dé ngoai du kién.
Chting khong thé bi 16 di va din lai cho
giai doan sau. Nhiing van dé (dugc dit ra
ho#c xay ra) phai dudc gidi quyét nhanh,
cang s6m cang tot va cic bién phap giai
quyét dé ra phai cé hiéu qua.

4.0.1 Quy trinh quadn ly theo linh vuc -
Manage Issues / Process

4.0.2 Ky thudt quan ly theo linh vuc -
Manage Issues / Techniques

4.0.3 Quan ly theo linh vic | Tham khao
nhanh - Manage Issues / Quick
Reference

5. CONG POAN 5.0 - Quan 1y phat
sinh, thay doi

C6 mot thuat ngi (mot tk) luon
duge nh&n manh, nhic di nhic lai va
luén xu4t hién 6 moi du an: CHANGE -
phat sinh, thay ddi. Dé 4n dudgc viét, du
an dudgc 1ap ra cé thé 1a hoan hao, nhung

khong thé du kién cho tat ca nhiing phat
sinh hay cac yéu t& khéng ludng truée cé
thé xay ra. Du 4n cang dai, su phat sinh
va thay d8i cang 16n (néu hiéu duge diéu
nay thi ta thiy rang su xac dinh ban dau
(cong doan 1.0) va lén ké& hoach (cong
doan 2.0) khong can thiét phai doi hoi
dén miic hoan hao (6 cong doan lap du
an, thiét ké& co sd).

5.0.1 Quy trinh quan ly theo phdt sinh -
Manage Change / Process

5.0.2 Ky thudt qudn ly theo phdt sinh -
Manage Change / Techniques

5.0.3 Quan ly theo phdt sinh | Tham
khdo nhanh - Manage Change /
Quick Reference

6. CONG POAN 6.0 - Quan ly su phéi
hgp

Két néi, giao tiép gitia cac bén tham
gia du 4n. Su phoi hop nhip nhang, dong
b6 va phu hgp gitia cac bén trong mot du
an 1 mot nhan t6 quan trong dan téi su
thanh cong cta cong tac quan ly dé du an
dat dugc su ky vong cua chu dau tu / nha
dau tu. Néu su phoéi hgp, hop tac gitia cac
don vi tham gia du 4n rdi rac, long 1éo thi
nhiéu kha néng nguoi lam quan ly du an
sé phai d6i méat v6i nhiing ric réi khéng
chi xu4t hién ti thuc té& thuyc hién du an,
ma con ca nhiing van dé nay sinh ngoai y
muon ti viec Cha dau tu, ngusi quan ly
du an va cac bén tham gia du an khong
hiéu nhau trong qua trinh thuc hién cac
cong viéc.

6.0.1 Quy trinh quan ly sy phoét hop -
Manage Communication / Process
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6.0.2 Ky thudt qudn ly su phéi hop | Ky
thudt - Manage Communication /
Techniques

6.0.3 Quan ly su phéi hop /| Tham khdo
nhanh - Manage Communication /
Quick Reference

7. CONG POAN 7.0 - Quan 1y rui ro

Rui ro 1a nhiing van dé, diéu kién
hodc hoan canh khong thuan lgi, khong
mong ddi c¢6 thé xay ra va tac dong xau
t61 du 4n nhiéu khi bén ngoai su kiém
soat cua ngudi quan ly du an. Mot giam
doc du an khong ning dong (kém coi) sé
c6 gidi quyét nhiing vAn dé khi ching
xuat hién. Mot giam d6éc du an ning
dong sé biét luong trude va giai quyét cac
van dé rui ro trude khi ching xuat hién.
Day 1a nghé thuat quan ly rui ro.

7.0.1 Quy trinh quan ly rui ro Manage
Risk / Process

7.0.2 Ky thudt quan ly rui ro Manage
Risk / Techniques

7.0.3 Quan ly rui ro /| Tham khdo nhanh
Manage Risk / Quick Reference

8. CONG POAN 8.0 - Quan ly ngudn
nhan lue

Giam doc du 4n 1a ngudi chiu trach
nhiém 100% cho nhiing céng doan quan
Iy mot du an. Giam déc du 4n ciing ¢
trach nhiém quan 1y nhan su, mic du
nhiing trach nhiém nay cting dudgec dam
trach bdi nhiing giam déc cua cac don vi
chtic niang. Mot s6 ngudi c¢6 noéi rang viéc
quan 1y nhan luc cia mot du 4an 1a van dé
thach thtic nhidt va quan trong nhAit
trong moi trach nhiém quan ly du an.
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8.0.1 Quy trinh qudn ly nguén nhén luc -
Manage Human Resources /
Processes

8.0.2 Ky thudt qudn ly nguén nhén luc -
Manage Human Resources /
Techniques

8.0.3 Qudn ly nguon nhdn luc /| Tham
khao nhanh Manage
Resources / Quick Reference

Human

9. CONG POAN 9.0 - Quan ly chat
lugng

Chat lugng sau cung cua du an
duge Chu dau tu (khach hang) va dai
dién cho du 4n xac nhan. Chat lugng 6
day khong chi ditng 6 mtc kiém soat chat
lugng loai vat liéu, cdu kién, may moéc
thiét bi... dua vao duy an, cong trinh ma
ché&'t luong phai dugc hiéu rong hon: Chat
lugng con thé hién 6 viéc quan ly du an
hiéu duge nhiing yéu cAu cta khach hang
(chu dau tu), nhiing ky vong va sau dé6
dat dugc nhiing mong dgi, ky vong do.
Chat lugng la viéc khdi dong va két thic
du an phu hdp (hodc vudt) yéu cau va
tién do dé ra.

9.0.1 Quy trinh qudn ly chdt luong -
Manage Quality / Process

9.0.2 Ky thudt qudn ly chdt luong -
Manage Quality / Techniques

9.0.3 Quan ly chdt luong | Tham khdo
nhanh - Manage Quality / Quick
Reference

10. CONG POAN 10.0 - Quan ly thuéc
do

Viéc thu thap cac thuée do vé: chi
phi, chi dan ky thuat, tiéu chudn, quy
trinh, quy pham... trong mot du an la



qua trinh quan 1y du an phtic tap nhat
va c6 thé néi 1a khé nhat. Vi thuc t&
thuong rat khé dé xac dinh va thu thap
cac thuéc do nén van dé nay thuong bi 16
di va cho qua. Moi du 4n can phai thu
thap cac thong tin co ban nhu chi phi,
két qua dat dugc va thoi gian thuc hién.
Cong doan 10.0 tap trung vao thu thap
nhiing thuéc do dé xac dinh kha ning
thao gd an toan cac van dé, théa méan
nhiing ky vong cia Chu dau tu va danh
gia cac cong doan dugc phén chia trong
noi tai dy an dugc thuc hién tét dén mitic
nao. Phu thudc vao cac két qua, hanh
dong phu hop hay nhiing hoat dong cai
tién cong doan dé c6 thé dam nhan thuc
hién cac céong doan ning suidt va hiéu
qua hon. Cong doan nay con c6 ¥ nghia
rat 16n cung c4p théng tin dé tham khao
cho cac du an sau nay.

10.0.1 Quy trinh qudn ly thudc do -
Manage Metrics / Process

10.0.2 Ky thudt qudn ly thudc do -
Manage Metrics / Techniques

10.0.3 Quan ly thudc do /| Tham khao
nhanh - Manage Metrics / Quick
Reference.

Hau hét cac bai viét vé cac chu dé
trong quy trinh quan ly du an 10 budc
dudc truy cap mién phi & website c6 dia
chi TenStep.com. C6 mot s6 bai viét vé
cac van dé quan trong thi phai mat phi
dé duge ti€p can. Nhung thiét nghi
nhiing gi ho cung cAp mién phi ciing da
12 nhiéu cho chung ta nghién ctu va
tham khao.

Trén day téi da téng hop va giéi
thiéu téng quan vé quy trinh 10 budc
trong quan ly du an dau tu xay dung.
Céc ndi dung chi tiét c6 thé tham khao
thém trén website. Xin gi6i thiéu clung
ban doc ./.
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