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GIGI THIEU

Qudn tri Dy An ky vong nha Qudn tri Du dn mét sé ndng
Iyc bao qudt va chuyén squ: Nang lyc ddnh gid cdc co héi thi
truong, phan tich, ddinh gid duoc hiéu qud Du dn Kinh
doanh vé cdc phuong dién Kinh t&, Tai chdnh, Méi truong...,
lua chon Dy dn trén co sé cén déi Chi phi - Tién dé - Chét
Iwong (Cost — Schedule - Quality Equilibrium).

Quyén sdch “Qudn tri Du dén Hién dai” dd ra mdt ban
doc. Tdc gid ky vong ddp itng mong muén cta déc gid trong
viéc gidi ddp cdc Bai Todn va Tinh Huéng Thu’c Tién trong
"Quédn Tri Du An.

Quyen “BAI TAP - BAI GIAI QUAN TRI DU AN HIEN
PAI”, gém nhiéu Bai tdp da dang, dinh tinh va dinh Iuong,
tdp trung cdc chi dé sau

< Co s6 ctia Qudn tri Dy dn va su lién két ciia Qudn tri Du
dn vdi cdc chuyén nganh khdc
< Dé cdp viéc thiét lap cdc Muc tiéu va Gidi han (Goals and
Constraints) cia Du dn
< Dé cdp viéc Hoach dinh Dy dn, cdc k thugt higu qud dé
Qudn trj Ngdn sdch, Gidm sdt Pham vi (Scope) Du dn, va
duy tri Tién dé da hoach dinh

* Dé cdp cdc phuong phdp dé Ki€m sodt [Contro]) va duy
tr1 Quy dgo Du dn

% Dé cdp cdc Ky thudt Qudn trj D dn dugc sit dung bdi
cdc T8 chiic va cdc Gidm dbc Dy dn, va xt¥ tri cdc vdn
dé thuong gap trong Qudn trj Du dn

Sdch danh cho sinh vién Pai Hoc, Cao Hoc Nganh Qudn trj
- — Kinh t€ — MBA - cdc Gidm déc Du dn, Gidm déc Piéu hanh,
ky vong ddp ing phdn ndo qud trinh nghién cifu va con dudng
nghé nghiép ctia quy déc gid quan tam.

Tran trong

. MBA. NGUYEN VAN DUNG



www. Sachvui . Com



Bai Tap - Bai Gidi Quin Tri Dy An Hign Dgi B VI
MUC LUC
RP 50

CHUGNG 1: QUYET DINH CHON DU AN......oooeverieeier e 1
I QUYET DINH DU AN DAU TU....w.oeo oo e 1
1. Muc tiu clia CAC du &N GAU T ..oveeeeeee et 2
2. Cac thanh phan chinh clia DONG t8N: ...oooovccvveeeereeeeneenn 2
Il.  CAC PHUONG PHAP DANH GIA DU AN ...oooooeeeeoeeeeeeeeeeeensseeeeeneevennenes 4
1. Phuong phap Suét Thu I Binh quan (ARR = Average Rate of Return)....4
2. Phuong phéap Thai ky Hoan von: (Payback Period)........cocooeeveneee. 5
3. Phuong phéap Gié tri Hién tai Rong (Net Present Value)................ 6
4. Phuong phap suat Thu Igi Noi (IRR — Internal Rate of Return)........ 7

5. Phuong phap Ti s0 Lgi ich/Chi phi (B/C) hay Chi sd Sinh Igi
(Pl = Profitability INAEX)......ovveveriereieesrenereereirereeeereeeieess s 12
6. Ti 1& lam ph?t:....;....: ........... OS—— et eenseas 13
1. PHAN TICH THEM VE DONG TIEN oooooeoooeeeoeeeeeceeeeeeeeeeeeeeeeeeeeeeeneeneneneens 13
V. BAITOAN MAU ..o sseseeseesssessoessse s 15
V.  BAI TOAN CO DAP AN.....oooveoeree ettt e 23
TINH HUDNG oo eeese e sssesessesesseesseseses s 30
DAP AN cooooeeeeeeeeverereeecressnn, e ees st seiren e ees e senrene 32
CHUONG 2: ROI RO TRONG QUANTRIDY AN .................. e a4
. DINH NGHIA RUI RO.coomvereeeereccereeersrcceee eeeeeee s neerese e 44
. CAC SO O THONG KE ..cooseoeceseceeesees e esmessemees e 44
I BAETOAN oo eeeeeseseeeeeeeeseseseeseeesssm s 48
DAP AN .o eeeeeeeeeeese e seseseeesesesssseseses s eseesess s s toeseneseneene 52
- CHUGNG 3: HINH THANH DU'AN .....oooenniriinicce e 62
. TAM QUAN TRONG CUA QUAN LY DU AN......ooovrreereeeeeeeeressescerennens 62
. HOACH BINH DU AN ...ooooooeoeeeeeeeeereeee e seeeemensenensernessessessensesesseereeees 63
1. GIAM GO0 DU AN e eeseereseeaese e ses s sesesseesenes 64
2. Cd c4u Phan nho Cong viec (WORK BREAKDOWN STRUCTURE)......66
. BAI TOAN VA DAP AN.....oooooooeeceeeeeeeeeeeeeese s sememmeomeseeeesseseneeseesenennees 68
CHUONG 4: LAP LICH BIEU GIAM SAT VA Klﬁjw SOATDU AN.......... 88

(TOM TAT LY THUYET - BAI TOAN - DAP.AN)

L LAP LICH BIEU oot ses e 88

. KIEM SOAT DU AN oo R 91



VIII Bai Tép ~ Bai Gidi Qudn Tri Dy An Hién Pai
fll. - CAC KY THUAT QUAN TRI DU AN: PERT VA CPM oo 92
1. M0 hinh clia PERT VA CPM .......oveeeeeveeeeeeeeeeeee e eeeere e 92
2. Phugng phép Sd do Mang ................................................................ 94
V. XAC DINH LICH BIEU CUA DU AN (PROJECT SCHEDULE) ......... S 103
1. Cé4c thdi gian cla hoat AONG .......ccooovveeeerereeeeeeese e, .....103
2. Quy tic tinh thi gian theo Forward Pass..........ooooovvoooo. 106
3. Quy tic tinh thoi gian theo Backward Pass.......... e 109
4. Tinh todn Thai gian Dy trlf (Slack Time) va xac dmh (cac)
Ducng T6i han (Critical Path(s)).......... ettt 111
5. Téng thdi gian dy trif va thoi gian dy trii tu do
(Total slack Time versus Free slack Time) ........c.creeeeernns 114
V. SUBIEN BONG (VARIABILITY) TRONG CAC THO! GIAN HOAT BONG 115
1. Ba Udc lugng Thoi gian trong PERT ................. et 116
2. X4c Suat HOan thanh DU AN ..o 118
- 3. X&c dinh thai gian hoan thanh du an véi do tin cay
(Confidence Level) Cho truGC. ......vvveeeereeeeeceeeereee e 121
4. Sy bign dong trong thdi gian hoan thanh clia cac tuyén
khong tGi han (Noncritical Paths)..........cc.oooviereveeeeveeeeeenenn, 122

CHUONG 5: CAN BANG CHI PHi - THOI GIAN VA ROT NGAN

THO! GIAN DY AN (COST - TIME TRADE OFFS

AND PROJECT CRASHING) ........ vrerieaseesrnerenreareanen 134
. .ROT NGAN THO GIAN DU AN et 134

Il NHAN BINH VE PERT VA CPM....oooooeoeeererereeeees e secceeseeeseeseseseses 140
. SUDUNG PHAN MEM MICROSOFT PROJECT BE QUAN LY DU'AN...141
1. Sl dung MS Project dé tao lich bifu du an (Project Schedule)........ 141

2. Sir dung MS Project dé theo ddi tign d va quan 1y cac chi phi........146.

IV BAITOAN ... teeeeeseseeseeeeeeeeeeee oo treereneien. 149

V. BAI TOAN TONG HOP CHUONG 3 - 4 - 5 ............................................. 157
PAP AN BAI TAP TONG HOP CHUONG 3, 4, 5...covevee. 163
CHUGONG 6: KET THUC DU AN (BAI TOAN VA DAP AN) .......... eenn 166
PHU LUC ... e e s e 171
* Gi& Tri Thoi Gian Cla TiEN T8 ..oocvivceeeceeeecceeec e 171

* Béng Thira SO Gia trj va Tuong lai clia Tién (- 173

* Bang Phan BO Xac Suat CRUAN e, 181



QUYET BDINH CHON DU AN

I. QUYET PINH DU AN PAU TU

Quaé trinh ra quyé't dinh dau tu, lya chon dy 4n d€ dem
lai 1o nhuan tiém nang trong moét thoi ky, qué trinh nay
thudng theo trinh ty sau:

* Phat sinh y tudng.
* Du bao, phén tich, va danh gia chi ph1 va 101 ich.
. Xép hang mic do hdp din tuong doi.
* Trién khai du 4n.
* Danh gi4 sau khi trién khai.
Cu thé hon, qué trinh quyét dinh dau tu gém céc budc sau:
(1.) Xéc dinh cdc phuong 4n khj di.
(2.) Can nhéc cac phuong 4n vé mit chién lugc.
(3.) Thu thap da liéu trén cac phuong an kha thi.

(4.) Thiét lap cac gid dmh va tinh toan tic doéng ting
thém (mcremental) :

(5.) Udc tinh dinh lugng loi nhuan rong.

(6.) Tién hanh phan tich do nhay (sensitivity).

(7.) Danh gia rdi ro (Risks)

(8.) Cén nhéc loi ich va cic chién luge d6i phé rdi ro.
©.) Truyén dat hi¢u qua cho nhiing ngudi ra quyét dmh
(10.) Trién khai cac phuong an da chon.

(11.) Kiém toan (auditing), theo d&i va danh gia sau khi
trién khai.

-]
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1. Muc tiéu ctia cac dv an dau tif:

Muc tiéu Loai diu tu
e Ting thi phan - * M& rong co s§ nha may
* Cai thién hiéu suit * Thay thé/nang cdp tai sdn hién
hitu
* Tich hop va gidm rii ro » Da dang hoéa

e Dy kién va tudn thd cic * Mua lai/md rong thong qua
quy dinh cda chinh phu tich hop doc/ngang cac du an an
toan va “khéng hoan vén”

¢ Cai-thién hinh 4nh cong ty * Thuc hién cdc du d4n “xd hoi”

2. Cac thanh phan chinh cda Dong tién:

(1) Pau tu ban diu (Initial Investment) gom cac dong
tién ra (outflows)

- Chi phi mua.

- Lip dat (Installation).

- Van chuyén va Bo hiém.

- Lap Bédo cdo Kha thi/Thit nghiém (Feasibility / Testing)
- PBao tao (Training) ’

- Chi phi cap phép/ban quyén (Licensing/Royalty fees)
.- Céc yéu ciu b8 sung vé von luu dong (working capital)
(2.) Tién mit Thu va Chi (Cash Receipts and Payments):
Dong tién vao:

* Doanh thu.

* Ti€t kiém chi phi.

 Tién mit ban thiét bi.

o Tién mit gia tri conlai cda tai sdn.
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Dong tién ra:

* Chi phi ban dau.

* Chi phi van hanh.

* Chi phi nang c&p tai san, thiét bi.

* Chi phi hé.trg (nghién ctiu kha thi, bdo cdo tu véan,
phén tich thi trudng...)

~ (3.) Thay d&i Dong tién Rong va Gia tri Thoi gian (Net
Cash Flow Changes and Time Value)

Gia tri hién tai cda thu nhap hoat dong tién mit ting
thém sau thu€ = PV(AR - AC) (1- 1)

(4.) Gia tri con lai (Salvage Value):
Gi4 tri con lai = AS
PV(AS) = AS x DFyg, 0

V6i DFjon la thita s6 chiét khdu vé giad tri hién tai vdi
k% 1a suat chiét khdu, n 12 s6 nam (thang...)

Véy sy thay d6i dong tién rong la:

(ANCF) = (I, +[(AR — AC)(1 - )] + AS)

ANCEF: Thay d8i dong tién rong (NCF = Net Cash Flow)
AR = Thay d6i doanh thu

AC = Thay d6i chi phi van hanh chua tinh kh&au hao .
va thué -

t = Thu€ sudt bién (Tax rate) |
AS = Thay ddi gid tri con lai (S = Salvage Value)
I, = chi phi ban d4u.
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I1. CAC PHUONG PHAP DANH GIA DU AN

1. Phuong phap sudt thu 1¢i binh - quan
(ARR = Average Rate of Return) ‘
Phuong phap ARR co bdn 1a mét phién bén cda phuong
phap ROA hay ROIL: _ |
' ARR; Thu nhép rong binh quin
Gid tri bat todn binh quan cla khodn dau tu
_ Average Net Income
Average Book Value of Investment

ARR 14 mdt.s6 do qud. don gidn vé sudt thu lgi, vi né
khong xem xét cdc phan tich khéc
' Piém loi: |
+ Thong dung va dé truyén dat
+ Thuan tién khi sd¢ dung nhu moét chufn so sénh
(benchmark) trong tinh huéng cac du an rat don gidn

+ Gén lién véi cach thic do ludng mot thuong vy bing
gia tri s sach (book values)

B4t loi:

- Vi ARR 1a mét cach tinh sudt thu 1oi dau tu (ROI), né
c6 cac di€m yéu lién quan phéan tich ti s6. Phuong phap
ARR vi pham cédc nguyén tac cd ban vé phan tich dong tién

- S& dung gia tri s6 sach thay vi gia thi trudng

- St dung gi4 tri khau hao theo s8 sach

- B3 qua gia trj thoi gian cda dong tién

- Khong xét dén quy mé du 4n

- Thi€u céc tiéu chuén so sdnh khach quan, va vi vay dé b1
anh hudng bédi su thién lech chd quan ctia ngudi ra quyét dinh

- Ding gid tri binh quan va gid dinh thu hoi khodn dau
tu déu dan
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2. Phuong phap Thoi ky Hoan vén: (Payback period)

Thdi ky hoan vén duge dinh nghia 1a khodng thdi gian
can thi€t d€ thu héi vén dau tu ban dau, si dung dong tién
rong sau thu€ (after — tax net cash flows).

Khi so s&nh cac dl_I an c6 muc rdi ro tuong tu, du an cé
thoi ky hoan vén ngan nhat s& dugc vu tién.

Di€m 1lgi:

+ Tinh todn don gidn va d& hiéu

+ Khi dy bao vé di)ng tién khong chic chin (uncertain),
phuong phép nay cung cap mot cach thite d€ xac dinh thoi

glan doi hdi d€ thu héi khoan dau tu, do vay cung cadp mot
s6 do so bo vé rdi ro

+ C6 th€ dugc dung nhu mot quy tic kinh nghiém (rule
of thumb), cho phép ngudi ra quyét dinh loai béd mot s6 du
an c6 thdi ky thu héi vén qué dai.

Diéu nay dic biet quan trong lién quan viéc danh gia. |
cac dy 4n dau tu nudc ngoai, khi dong tién ud¢ luong
khong chinh xdc, va c¢6 thé chiu sy bién dong l1é6n vé gid tri
tién t& (ty gia hoi dodi)

+ C6 thé dua vao gid tri theo thdi gian ctia tién té bing
cch ding dong tién rong chi€t khau, chi doi hoéi chuyén
dong tién rong sang gié tri hién tai tuong duong.

Thoi gian hoan vén c6 chigt khdu (Discounted Payback
Period) ludn dai hon thdi gian hoan vén khéng chiét khau

Di€m bit lgi:

+ Bd qua dong tién trong thoi ky tiép theo thdi ky hoan vén

+ Gid dinh dong tién rong khéng déi trong sust nam

+ Ngudng cda théi ky hoan vén ¢é tinh chi quan va cé

the thién'léch, phu thudc thai do cda ngudi ra quyét dinh
déi véi rdi ro
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+ C6 tAm nhin ngan han khi tiéu chuén ra quyét dinh la
thu héi v6n nhanh, c6 thé din dén loai bé cic du an “t6t”
nhung dai han.

3. Phuong phap gia tri Hién tai Rong (Net Present
Value)

NPV dugc dinh nghia nhu t6ng cda toan bd cdc dong
tién rong trong tuong lai phdt sinh bdi du 4n, dudc chiét
khdu vd&i chi phi cd héi cda voén (Opportunity Cost
of Capital)

N6i cach khéc, tinh gid tri hién tai cia moi dong tién
lién quan véi dy 4n, va cdng v6i gid tri hién tai ca moi
dong tién ra, d€ xac dinh dy 4n ¢6 NPV duong hay am

Dy 4n dugc chap thuan néu c6 NPV duong, vi né phan
anh gia tri tding thém cho doanh nghiép

Khi x€p hang cédc du 4&n loai trd nhau (mutually
exclusive), du 4n c6 NPV cao nhat dugc uu tién

Pi€m lgi:

+ Khic phuc cédc khiém khuyet cda phufo’ng phédp ARR
va thoi gian hoan von, vi vay uu viét hon vé mit khai niém

+ Nhat quan v6i cic mo hinh dinh gia cd ban theo thoi gian

+ Nh&t quan véi viec cyc dai héa gia tri c8 dong, vi nd
lién quan véi nguyén tic cong giad tri. Cac du an c6 thé
dugc danh gia riéng ré, sao cho téng céc gid tri NPV duong
dugc phdn anh tryc ti€p bang viéc ting gia tri ¢8 dong

+ Tranh dugc cdc cam bdy va thi€u sét lién quan véi
phuong phap IRR

7
o

Piém bat lgi:

+ Khong xem xét cdc gid dinh co s& cda di¥ ligy, nhlmg
chi gébm mot thd tuc tiéu chudn nhdn manh trén k&t qua
cudi cung (bottom line) '
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+ Cling nhu cac phuong phap khdc, NPV bd qua sy xem
xét vé hanh vi va gid dinh thong tin thi chinh xédc, do d6
trong trudng hop théng tin thi€u hay khong chinh xac, két
qua sé chi théa man phan nao gia tri ¢§ déng, khong lam
cuc dai gia tri nay

+ Dua dén danh gia bi bép méo khi cdc dy an c6 quy
mo khédc nhau va/hay thoi gian s6ng khéc nhau

4. Phuong phép suit thu lgi néi (IRR - Internal Rate
of Return)

Phuong phédp IRR lam cho gia tri hién tai cda dong tién
trong tuong lai bang v6i vén dau tu ban dau cda dy 4n.

N6i cach khéc, né thé hién sudt chiét khau 1am cho NPV
cda mot dy an bing zero

ANCF

n -1 =0
§(1+IRR) °

V&i ANCF - Thay déi cda dong tién rong
Iy = Pau tu ban diu
IRR = Sudt chiét khau

Né&u IRR 16n hon sudt thu lgi yéu cau (k = chi phi vén)
ctia Doanh nghiép, du 4n s& dugc chdp nhan. Néu IRR < k,
du 4n bi bac bé

Piém lgi:

+ D& hi€u va dé tinh toan |

+ K&t qua thi duy nhat va rd rang

+ Cung cdp mot tidu chuén phd bién s dung bdi nhidu
cong ty

+ Thuan 1gi cho muc dich so sanh

Bat loi

+ Yéu kém cda IRR tré nén rd rang khi so sénh v&i quy
tdc NPV
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Cac tru’o’ng hgp sau minh hoa cac tinh huéng trong dé
IRR 14 s6" do khéng thich hgp

IRR va NPV dua dén cic danh gia mau thuin nhau

Trong trudng hop céc du 4n doc 1ap (su chdp nhan du
an nay khong phu thudc vao sy chdp nhan hay khong chap
nhan dy 4n kia), thi NPV va IRR cho ciing k&t qud, nghia la
néu IRR > k (sudt thu lgi v6n yéu cau) thi NPV > 0.

Tuy nhién, khi chon giifa cac dy an loai trt nhauy, nghia
1a viéc chon du &n nay ty dong loai trit dy 4n kia, s& c6 cac
finh hudng mau thufn khi ding phuong phap IRR so véi
quy tdc NPV

Tinh hudng 1. Vay n¢ (Khi khoidn diu tu ban diu
thi du’dng)

b4y la tinh hudéng dic biét khi khoan ddu tu ban
d4u duong. . ,

Xem xét hai du d4n X va Y. Gid dinh sudt chi€t khau
la 10%

Dy 4n I NCF, IRR NPV
X (cho vay) -10 +15 50% + 3.64
Y (no) +$10 -15 50% -3.64

Trong tinh huéng nay, IRR khéng tao su khac biét
gitta Dy 4n X va dy d4n Y. Trong tinh huéng vay ng, ta
tim IRR < 10% |
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Dé thi NPV ¢6 dang do déc huéng lén

NPV

Vay mugn

Bau tu (Cho vay)

‘Sudt thu Igi (Rates (%))

Tinh hudng 2: C6 nhiéu gi4 tri IRR

Tinh hu6ng nay x4y ra khi c6 céc thay d6i vé huéng cda
dong tién. Hay xem du 4n sau:

Dy 4n I NCF,; NCF, IRR NPV

X

-$4 +$25 -$25 | 25% va 400% | $1,93

Ca hai tri s6 IRR déu c6 gi4 tri
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NPV

Suat thu 1gi (Rates (%))

~N
400%

25%

Dé tinh céc gia tri IRR, ta c6

-$4 000 + $25 000 +(1 + K) - $25 000+ (1 + k)? = 0

[$25 000(1 + k)= (1 + K)?] - [$25 000+ (1 + k)*] = $4 000

[$25 000(1 + k) - $25 000]+ (1 + k)* = $4 000

$25 000(1 + k) - $25 000 = $4 000 (1 + k)

$4 000(1 + K)?- $25 000(1 + k) + $25 000 =0

[$4 000(1 + k) - $5 000][$1 000(1 + k) - $5 000] = O

$4 000(1 + k) = $5 000 Vi vay: k = 5+4 - 1 = 1+4 hay 25%
va $1 000(1 + k) = $5 000 Vi vay: k = 5+1 - 1 = 4 hay 400%

Tinh hudng 3: Cac dy 4n ddu tu c6 quy mo va thang do
khac nhau

Dy 4an I, NCF;, | IRR | NPV (10%)
X -$10 +20 | 100% $8,18
Y -$10.000 | +15.000 | 50% | $3636,50

Dy 4n Y s& dugc chon vi NPV 16n hon
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NPV

$3636.5

$8.18¢

/Sué't thu 1gi giao nhau (Crossover Rate)

Sudt thu Igi (Rates (%))

N
K =10% IRR, = 50% IRR, = 100%

Tinh hudng 4: Thai ky s6ng khéc nhau

Xem xét Du 4n X ¢6 thoi ky séng 3 ndm va'Dy 4n Y ¢6
thoi ky séng 30 ndm

Céc dong tién cda X va Y la:

NPV
k=10%
X -$90 $60 $50  $40 0. 0° 33%  $35.92
Y -$90  $18  $18 18 $18 ... $18 . 20% $79.68

Duan I, NCF; NCF, NCF; NCF, ... NCFs% IRR
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Pé thi:

NPV

$79.68 N

$35.92

Suat thu Igi (Rates (%))
20%\ _ 33N

No6i chung, cdc du an doi song dai dudng NPV ¢6 do
déc 16n hon. Ngoai ra, tuy phan tich theo NPV s& dan dén
viéc chon Dy 4n Y hon la Dy an X, tuy nhién két ludn nay.
chua hdn cé gid tri, vi dy 4n c6 doi song ngin hon sé dugc
1ap lai cho dén khi doi song cta hai du &n co bang nhau

5. Phuong phap ti s6 Loi ich/Chi phi (B/C) hay Chi s
Sinh 1gi (PI = Profitability Index)

T{ s6 loi ich chi phi hay chi s sinh lgi, thé hién NFV
nhu mot chi s, duge tinh todn nhu sau

Gia tri hién tai cda ANCF
Piu tu ban dau’

Pl =

La mot s6 do tdng hop, né c6 thé duge dung dé x€p
hang cac du an: '
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+ Néu ti s6 16n hon 1, du 4n sé c6 NPV > 0 va vi vay
dugc chdp nhan; néu ti s6 nhdé hon 1 du 4n khéng duoc
chdp nhan.

+ Tuy nhién t{ s6 n dugc dién dich c4n than trong

oW

na
trudng hop danh gid cac du 4n loai trit nhau

6. Ti 1& lam phat:

Ngudi ra quyét dinh nén nhit quén trong viéc s dung
dong tién danh nghia (ding sust chiét khau danh nghia -~
nominal discount rate) hay ding dong tién thuc (sudt chiét
kh&u thuc - real discount rate)

Su chuyén déi tit NCF danh nghia sang NCF thuc c6 thé
‘can phai 4p dung cic ti 1¢ lam phat bién doi, tuy thude
thanh phan ctia dong tién dang xem xét cu thé, st dung
cOng thic sau:

Tt I6 Thic _(1 + ti I& Danh nghia) B
C (1+ti'1é Lam phat)

Thi du: Néu Dy &n diu tu $1000 6 sudt thu lgi danh
- nghia 8%, va ti 1&é lam phat du bao 1a 6%
(108)

Suat thu loi thuc = $1oooW = $1,019

Vay sudt thu loi 1a 1,9%
II. PHAN TiCH THEM VE DONG TIEN

Cac nha quan ly déng y ring muc tidu co ban cda diu
tu tai sdn 13 tao ra gid tri cho doanh nghiép va cac chi sé
hitu. Ngoai ra, trong mot thé gidi chic chin, c6 su déng
thudn rang cac du 4n c6 thé xem xét doc lap véi nhau va ¢6
thé cong céc gia tri cia ching. . ‘

Thi dy, n€u hoat dong ban dau cda mot cong ty chi gom
c6 mot danh muc céc dy 4n (P) va mot du an A, gid tri bién
ting thém dugc th€ higén b&i: NPVp, , = NPVp + NPV,
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Sy do ludng nay nhidm tinh toan dugc lgi nhudn bién,
tang thém (marginal, incremental) so sanh vd&i chi phi bién,
ta sé xdc dinh cdc gid tri tuong tng vdi tinh huong thuc

hién va khéng thuc hién dy an

Tuy nhién su do ludng lgi nhuan ting thém gip cac khé
khén sau:

+ Du bdo thu nhap khong chinh xac do cac gid dinh
khong thuc t€ lién quan tinh hinh sdn pham va thi trudng

+ Khoéng xac dinh dugc chi phi co hoéi

+ Khéng xdc dinh dudc tdc Adc“)ng bién cda cdc khodn
ddu tu d6i véi hoat dong téng th€ clda doanh nghiép

+ Qua tin cay vao lgi nhuan k€& toan (Accounting Profit)
thay vi dong tién. Dy bdo dong tién s& bao gém cdc tac
dong tiém ning cia khodn dau tu trén hoat dong tdng thé
clia doanh nghiép. Diéu nay doi hdi phan tich ti mi d€ xéc
dinh xem du &n c6:

® Tao ra sy thay thé cac dong sdn phdm hién hiu

® BS sung doanh thu hién hitu

® Doi héi ban tai san hién hiu

® C6 gid tri con 1a1 (salvage Values) trong tuong
lai khéng '

® Thay d&i muc chi phisdn xudt chung

® Thay d&i muc von luu dong (working capital)

 Néu céc yéu t6 trén c6 lién quan truc ti€p véi duy &n, s&

dugc dua vao phan tich dong tién
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IV. BAI TOAN MAU

Bai 1.

Gi4 s cong ty S dang xem Xxét mot dy 4n doi héi diu tu
ban dau $500

Bio cio thu nhip

Thu nhap $1000

Chi phi bign d6i | 400
Doéng gop bién (S6 du ddm phi) . 600

(Con'fribution Margin)
Khau trif chi phi vén 100

(0.2 x $500)

Chi phi c6 dinh khac - 300 400
‘Thu nhép trudc thué | '$200
Thué 25% 50
Thu nhap rong . $150
Dong tién (150 + 1000 250

Khau trir chi phi von 1a chi phi khéng phéi tién mat
phdn dnh sy hao mon cda tai sadn. D€ tinh dong tlen tong
cOng phat sinh, ta phdi cong chi phi khéng phai tién mat.
(khdu tri chi phi vén = 100) vao thu nhédp sau thué

Bai 2:
Gid st thu nhdp rong binh quéan 1a $2000 trong du 4n c¢6
doi s6ng dai ba nam, ddu tu ban ddu la $9000. Ap dung

khau hao dudng thing. Hay tinh ARR (ARR - Average Rate
of Return - Sudt thu 19i binh quén) ctia dy 4n? .
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Théi gian 0 1- 2 3
Tong dau tu 9000 9000 9000 _ 9000
Khdu hao ké todn tich ldy 0 (3000) (6000)  (9000)
Gia tri sd sdch . QOﬁO 6000 3|000 ?
Tri binh quan $7TOO : $15IOO
Tri binh quén - "~ $4500 .
& N 2 N . 9000-0
Khédu hao dudng thang hang nim = = 3000%
Pap an:
Ta cé .
ARR Thu nhép rong binh quan

" Gia trj bt toan binh quan ciia khoan dau tu
Thu nhéap rong binh quan = 2000

Gid trj bt todn binh quin clia khoan ddu t = &;1599 — 4500
2000

ARR = 2900 _ 440,
4500

Bai 3:

‘M6t Dy 4n doi hdi ddu tf ban dau $2000 va s& phat sinh
dong tién sau:.

Nam Ai\;l; ;?f?égn;)én ANCEF tich lay
1 $500 500
2 600 1100
3 700 1800
4 800 - 2600

Ghi chi: NCF = Net Cash Flow
Tinh thdi ky hoan vén?
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Dap an: ,

Sau m6t ndm, thu hdi $500

Sau ba nam, thu héi 500 + 600 +700 = $1800

Con $200 s& thu hdi dd vén dau tu $2000

Nédm thd tu thu hdi $800

Vay $200 s& thu héi trong thoi gian:

%%: y, nam |

Vay thoi gian hoan vén 1a 3y hay 3 nam 3 thang

Bai 4: B

Céng ty A dang xem xét mua mot thigt bi méi d€ thay the
cho thiét bi cti. May méi s& ting thu nhap $5000 mdi nim,
nhung t6n chi phf b8 sung $1000 d€ bdo duéng mbi nam.

Méy méi c6 gié tri thi trudng 1a $25.000, wa 6 doi séng ky
vong la 5 nam, sau dé c6 thé ban véi gia tri con lai 1a $8000.

Thi€t b c dugc ban trong hién tai v6i gid $2000, hay
ti€p tuc duy tri trong 5 ndm nifa, va ban dugc $1500. Néu
suat thu lgi ddu tu 13 10%, thué suat 1a 25%.

Ban hdy xdc dinh ¢6 nén mua may méi khéng? B6 qua
tac dong cda 14 chin thué.

Dap an

Butc 1: Tinh Pau tu rong ban didu

= Dau tu méi - Ban tai sin ci

= $25000 - $2000 = $23000

Budc 2: Tinh gié tri hién tai cda thay déi dong tién rong
sau thu€ cta céng ty: ‘

AR = Thay d6i doanh thu hang nim = $5000

AC = Thay déi chi phi hoat dong hang ndm = $1000 .
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(AR - AC) (1-t) = Dong tién sau thué¢ hang ndm
= $4000 (1-0.25) = $3000 .

Gia tri hién tai cda $3000 nhan dwuoc h?mg ndm trong
nam ndm tdi '

3000 x (PVAFi%5) = 3000 x 3,7908 = $11.372,4 (Xem Bang
& Phu Luc)

PVAFgu5 1a thita s6 gid tri hién tai cda d(‘)ng'nién kim
n = 5 ndm, sudt chiét khau = 10%

Buc 3: Tinh gi tri hién tai clia gia tri con lai (Salvage Value):

Thay déi gia tri cdn lai trong 5 nam = $8000 - $1500 = $6500

Giéa trj hién tai cda gié tri con lai:

$6500 x DFige5 = $6500 x 0.6209 = $4035,85

DFip,5 12 thita s6 gia tri hién tai cda khoan tién nim nam
trong tuong lai, sudt chiét khiu = 10%. Xem Bang & Phu Luc

NPV = $11.372,4 + 4036 — $23000 = - $7.591,6 < 0

Bai 5:

Cong ty INVEST c6 chi phi von 1a 18% va mudn thuc
hién mot du 4n ngin han véi thong tin sau:

- Pau tu ban dau = $4000

- Dong tién rong ky vong cta du an = $800 trong ndm 1
va $4800 trong nam 2

Diing phuong phap thit sai (trial-and error). Hay tinh IRR
clia dy &n va ki€n nghi ¢6 nén thuc hién du &4n hay khéng?

Pép an: ‘

Thd véi IRR = 19%
NPV = $800 (DF10%1) + 4800 (DF199,2) — $4000 = 0

= $800 x 0,8403 + $4800 x 0,7062 — $4000 = 0
= $672,24 + $3389,16 — $4000 = $62
Vi NPV duong, ta thi¥ v6i sudt chiét khdu cao hon
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The véi IRR = 21% |
NPV = $800(0.826) + $4800(0.683) — $4000
= $660,8 + $3278,4 - $4000 |
= - $60,8

K&t qua cho IRR x4p xi bing 20%

Vi 20% > 18%, du an dugc chdp nhan

Bai 6: ‘

Cong ty M du dinh mua thiét bi véi chi phi $20000 k€ c4
giao hang. Ddi sdng ky vong cla thiét bi 1a 4 nam, véi gia
tri con lai sau 4 ndm la $4000, gid dinh thu nhap hoat dong
rong trudc thué 1a $8000/ndm trong 4 ndm, gid dinh chi phi
von 1a 10%. Thué sudt 1a 25% .

1. Tinh dong tién rong sau thu€ cho mbi nam, bd qua
ti€t kiém thué ’

2. Tinh thoi gian hoan vén va IRR cida dy 4n

3. Xem xét két qud ctda cau (2) va khong tinh NPV

Du 4n c6 th€ chdp nhan khéng? Tai sao?

Dap an

1. Sy thay d6i Dong tién Rong = ANCE

t | -l | (AR-AC) (1Y) | +AS | ANCF | ANCF tich iy
0 | —20.000 | | 20000 | -20.000
1 8000(1-0.25) 6000 | -14000
2 6000 1 6000 8000
3 6000 | 6000 22000
4 6000 4000 | 10000
2000

2. Thoi gian hoa 6n = 3 ndm +
i gian hoan von ndm + o

= 3,2 ndm = 3 ndm 3 thang
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3.NPV =0

6000 6000 - 6000 6000 . 4000
=3 + e + +
1+IRR * (1+IRR?  (1+IRR]® (1+IRR)* (1+IRR)’

—-20.000=0

Dung phuong phap thit dan, ta tinh dugc IRR = 12%

Vi IRR = 12% > 10% (chi phi v6n), nén NPV > 0

= Du an dugc chdp nﬁén.

Bai 7: _ v

Cong ty MODERN c6 khodn dau tir hign tai 14 $1.000.000,
sau khi danh gi4d cac phuong an, céng ty tim dugc 5 phuong
4n dau tu c6 NPV duong cho trong Bang dusi

Céc du an hoan toan doc lap véi nhau, nghia la sy lua
chon bat ky mot du &n nao cting khong anh hudng dong
tién tuong lai cda cac dy 4n khéc

N Chi phi ban dau Dong tién ron
Khoadn Piu tu ‘ P 0 g(N ) &

A $340.000 $500.000

B 7100.000 210.000

C 300.000 500.000

D 350.000 570.000

E 300.000 590.000
Yéu cau

1. Xép hang nim phuong 4n ddu tu sit dung ti s6

_ Ldiich

2. Chon t6 hgp phtio’hg 4n c6 NPV téng hop 16n nh4t,

~ gid st chi phi dau tu ban dau la $1.000.000

Chi phi
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Dap an:
1)
Pon vi: $1000
fon dau tu PV + 1 Ti s6 B/C NPV
A 500+ 340 147 160
B 210+ 100 2.10 110
c 500 +300 1.67 200 .
D - 570+350 1.63 220
E 590+ 300 1.97 290
X€p hang:
1.B 2.10
2.E 197
3.C 1.67
4.D 1.63
5. A 1.47

2. Tuy x€p hang cho thdy céc dy 4n B, E, C s& duoc
chon (c6 NPV t6ng hop = $600.000) véi téng vén dau tu ban
dau 1a $1.000.000

Nhung phuong 4n t6i uu 1a cac du 4n C, D, E, c¢6 chi phi
tdng hop 1a $950.000 va NPV t6ng hop 1a $710.000 .

Bai 8: | o

Cong ty CORP.X dang quyét dinh ¢6 nén duy tri vi tri
hign tai va ting gid bdn don vi hay khong, hay di chuyén
dén nha may khédc c6 sdn lugng dau ra thay ddi nhung cé
thé duy tri gia ban hién tai. Moi giao dich trén co sd tién
mit, b qua cac tdc dong cla 14 chdn thué -

Phuong dn 1. Néu cong ty chon phuong an duy tri vi tri
hién tai, k&€t qua trong hai ndm k& ti€p nhu sau:
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Nam 1 Nam 2
Doanh thu 120 x 12 $1440 $1440
Bi€n phi (% DT) (960) (960)
Chi phi tiép thi : (245) (245)
Chi phi thué (Lease) . 0 (120)
Thu nhap trude thud (EBT) 235 115
Thué (25%) | (58,75) (28,75)
Thu nhap sau thué (EAT) $17625 |  $86,25

Phuong dn 2: Néu cong ty chon phuong an di chuyén,
két qua ky vong la:

+ 5an luong sé& tang 10% trong ndm 1 va 15% trong nam
2, nhung giad ban sé gidm xudng $11,5/don vi cho c&d nim 1
va nam 2

" + Sy gidm chi phi chung bién d6i sé giip gidm téng chi
phi bién d6i thuc t&€ xudng con 65% doanh thu, va s& dugc
quy cho phuong an di chuyén

+ Chi phi thué s& 1a $140/nim
+ T6ng chi phi ti€p thi du kién'1a $265 trong nim 1 va
$284 trong ndm 2,

“Hay tinh dong tién ting thém (incremental cash flow)
trong ndm 1 va ndm 2 néu cbng ty quyét dinh di chuyén.
- Cong ty da ton chi phi $500 cho mot khdo sat thit (pilot
study) lién quan yéu cau vé sin ph&m c6 bi dnh hudng bdi
viéc di chuyén hay khéng. .
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Pap an:
Hangmuc | G0 S e | chayée drvh s ai
Nim 1 [Nam2| Nam 1 Ném 2

Doanh thu $1518 | $1587 | $78 © o $147
Bién phi (65% DT) 987) | 1032) | (27 (72)
Chi phi tiép thi (265) | (284) (20) (39)
Chi phi thué (140) | (140) | (140 (20)
EBT | 126 | 131 (109) 16
Thué (25%) e [Em]| 6
EAT 945 | 9825 | (81,75) 12
Phuong 4n 3 lai - (141) (69)

Dong tién ting thém (46,5) | 29,25

Chi phi khéo sat thi khéng lién quan trong phan tich, vi
- n6 la moét chi phi chim (sunk cost), viéc chi $500 khong lién
quan vigc doanh nghiép di chuyén hay khong, va khong
dugc gan cho su di chuyén

Vi moi giao dich déu trén co s& tién mit, nén khong c6
diéu chinh gi trong sy thay d6i vén luu dong.
V. BAI TOAN CO DAP AN

Bai 1:

Cong ty CORPORATION X xem xét viéc mua may mdi,
v8i yéu cau 1a céc du 4n méi cda Doanh nghiép phai c6 IRR
t6i thi€u 20%. May méi nay c6 ddi séng hitu dung ky vong
1a 12 ndm va khoéng c6 gid tri con lai (salvage value). Dong
~ tién rong hang ndm ti viéc mua may méi nay sau khi khau
trit thu€, xudt hién vao cudi ndm thuc hién ddu tu ban day,
cO gia tri udc lugng la $208.000. Doanh nghiép s& trd s6 tién
t6i da 1a bao nhiéu cho viéc mua may mé&i?
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Bai 2:

Cong ty COMP. Y dang can nhic lai du an:

® Dy An X c¢é ddu tu ban ddu la $1000 va cho dong tién
hang ndm $100 trong 100 ndm

® Dy 4n Y doi héi chi phi ban dau $400 va cho dong
tién hang nim $50 trong 50 ndm .

Du. &n nao c6 1gi hon?

Bai 3: ‘

Dy 4n A va B déu c6 chi phi ban déu $5000 v6i A c6
dong tién téng cong chua chiét khdu lic t = 0 la $12000, B

c6 dong tién tuong ty 1a $10. 000. Véi sudt chiét khdu 10%,
hai dy 4n c¢6 NPV nhu nhau:

NPV cda dy 4n ndo nhay (sensitive) nhiéu hon véi thay
ddi trong suét chiét khau. V& dé thi NPV dé minh hoa

Bai 4:

Coéng ty B-Corporation mua tai sdn tri gia $10.000, viéc
mua tai san nay sé lam gidm chi phf bién d6i trong san xu4t
ctia cong ty 1a $5000 trong mdi nidm 1 va nam 2, gidm $6000
trong moéi-ndm 3 va ndm 4. Ddi s6ng hitu dung cda tai sédn
14 4 nam, gia.tri con lai $5000. Bé qua tiét kiém thué€ do
kh&u hao. N&u cong ty B trd thué& thu nhap 25% va suat thu
loi dau tu'la 8%. Hay xéac dinh:

1. Thoi gian hoan vén (Payback Period)

2. Sudt thu lgi K& toan (Accounting Rate of Return), gid
dinh khdu hao theo dudng thing |

3. NPV

4. So sanh IRR va 8% ma khong can tinh toan



Bai Tép — Bai Gidi Quén Tri Dy An Hién Dai 25

Bai 5: .
Cong ty C-Limited dang dénh gid mot du 4n méi véi
dau tu ban du tai t = 0 nhu saw:

Thi€t bi I . Thié&t bi II
Tai sdn ¢6 dinh ¢é kh&u hao $2.500.000 | $1000.000
Téng von luu dong $750.000

Vén luu doéng sé duge tai phan bd hay hoan lai

(reallocated, returned) vao cudi nim thd nim :
Suat thu loi yeu cdu t6i thiéu ctia doanh nghiép 1a 10%.
Thué sudt 13 25%.

Loi nhudn hoat déng rong trudc khdu hao va thué
nhu sau:

Nam Loi nhuan hoat dong rong
1 $1000.000
2 1100.000
3 1200.000
4 800.000
5 750.000

1. Tinh gia tri hién tai sau thué cda lgi nhuan rong tang
thém t¥ hoat dong hang nam, trong ndm nam cida doi séng
dyu 4n bao gom ¢4 tdc dong cda vén luu dong (theo gia tri
hién tai) ‘

2. Tinh gi4 trj hién tai rong (NPV)

3. Néu thoi gian hoan vén t6i da quy dinh la 4,5 nim,
du &n, dau tu ¢6 duge chap thuan khi dung tiéu chudn thoi
gian hoan vén (Payback Period)? '

/
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Bai 6:

Cong ty Z dang xem xét mua mot thi€t bi tri gia
$100.000 d& thay cho may hién tai d& mua sdu nam trudc,
gia thi trudng hién tai la $15.000. M4y hién tai c6 ddi
s6ng ky vong thém 6 ndm nita, va giad tri con lai sau sau
nam la $5000. .

May méi c6 hiéu sudt cao hon vid sé ting thu nhép
$30.000 mdi nam, déng thdi gidm chi phi $10000 méi ndm.
May méi c6 gid $100.000, c6 doi sdng 6 nam va gid tri con
lai 12 $3000 vao cu6i 6 nam. Doanh nghiép c6 thué sudt la
25% va sudt chi€t khau la 10%.

1. Tinh sy thay ddi dong tién rong mdi ndm (NCF
change) néu dau tu thi€t bi mdi ‘

2. Th&i gian hoan v6n cho khodn ddu tu nay la
bao nhiéu? ’

© Bai 7:

Cong ty C-Associates dang can nhic mua mot may mdi
v6i chi phi ban dau $20.000. Cong ty ky vong may s& phat
sinh dong tién trudc thué $16.000 méi ndm trong ba nam.
Mua mdy m&i s& phét sinh théem vén luu dong 35000 ngay
khi mua, va $2000 vao cudi ndm hoat dong thi nhdt. Mdy
sit dung trong ba ndm, gid tri con lai 1a $2500.

- Vén luu dong sé khong hoan lai. Gid st thué sudt
1a 25%

1. Néu chi phi v6n cla cong ty 1a 12%, hdy xac dinh gia
tri hién tai rong (NPV) ctia dau tu. C6 nén mua may khéng?

2. M4y nay c6 suét thu loi ndi (IRR) trén hay dudi 10%,
dung két qua cda Cau 2 d€ gidi thich
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Bai 8:

Cong ty P dang danh gid mot du 4n ddu tu c6 tri gia
$200000, trong dé i

P4t dai: $30.000
Thiét bi: $150.000
Vén luu dong: __$20.000

$200.000

Loi nhun ky vong trudc khau hao va thué I
$60.000/nam trong ndm nim. Vao cudi nam thi ndm, khong
can ting vén luu dong nifa va né sé dugc phan bé lai vao
cong ty. Vao cudi nam thit sau, dat c6 thé ban duoe $50.000.
Gid dinh thu€ sudt 1a 25%, chi phi vén 1a 10%

C6 nén tién hanh dy 4n d4u tu nay?

Bai 9: - . ‘

1. Chung 8 bang d6 thi ring, cac phuong phap IRR va
NPV lu6n dan dén cing mot quyst dinh chdp thuin hay
khong, khi ddnh gid mot dy 4n riéng ré. A

2. Chﬁng t6 bang dé thi ring khi A va B 1a cic du 4n
loai trit nhau (mutual exclusive) c¢6 cing chi phi ban ddu,
nhung du 4n A ¢6 doi séng dai hon, thi cac phuong phap
NPV va IRR ¢6 th€ din dén cic két qud mau thudn nhau
trong quyét dinh chon duy 4n.

3. Phuong phap IRR c6 thé dugc didu chinh tfong Cau 2
thé€ nao, d€ né luén cho cing két qué quyét dinh theo quy
tdc NPV?

4. Néu dy an thudc dang khac thtfé’ng (dong tién thay
déi d&u). Pidu nay c6 thé anh hudng dang cda dé thi NPV
thé nao?
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Bai 10:

Mot du 4n ddu tu doi héi mua miéng dat tri gid
$500.000, ky vong ting gid tri 10% mdi nam. Xay dung
tda nha trén dién tich d4t véi chi phi $1.000.000, trd sau
mot nim tinh t¥ thoi diém hién-dai. Thu nhap hoat
- dong sau thué€ ky vong $220.000 mbi nam, bat dau tu
ddu nim ba va ti€p tuc trong mudi hai ndm k€ ti€p (gid
dinh déng tién nay cé dugc vao dau mdi ndm trong
t6ng cong thdi ky 12 nim). Mot ndm sau khi dong thu
nhap hoat dong k&t thic, dién tich dat sé dugc ban va
thu€ 1gi nhudn (n€u c6) la 25%

'Né&u suét chiét khau 1a 16%

Tinh NPV cda dy &n nay?

Bai 11:

Mot cong ty dang danh gid lai mot trong cac dong san
ph&m hién tai, d€ xdc dinh xem nd c6 sinh 1gi hay khéng.
Thu nhap hoat dong rong (doanh thu trdf chi phi hoat dong)
u6c tinh 1a $4000/nadm trong sdu ndm tdi, sau d6 doanh thu
s& ting 1én $20000 mdi nam. Udc tinh dong sdn phdm c6
doi s6ng kinh t&€ 1a 10 ndm, nghia 1a sau nam 10, khong con
doanh thu nita. N€u dong san phdm bi ngung lai, chi phi s&
phat sinh 1ap tic $5000

Mit khidc, néu may khong dung trong san xudt c6 thé
ban dugc $15.000

Mit bang néu rigufng dong sdn phdm sé dugc cho thué
vé6i gia $1000 mot nam. Thué sudt 1a 25%, ti 1& chiét khau
1a 16% - |

Dung phan tich NPV, xdc dinh doanh nghiép nén ti€p

tuc hoat dong hay chdm dit.dong san ‘ph:?fm?
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Bai 12:

Céng ty EQUIP. dang muén méd rdéng céng sudt sin
xudt. Piéu ndy doi héi mua ngay miéng d4t tri gid
$500.000, mot tda nha sé duge xdy dyng véi chi phi
$1000.000 trd sau mdt ndm. Mdy méc tri gid $150.000 sé&
duge mua sau hai ndm so véi hién tai. Dong tién rong
ky vong trudc thué ti¥ sdn xudt la $400,000 hang nam.
Gid dinh dong tién rong sé phét sinh vao cudi méi nam
va sé ti€p tuc dén ndm thd 12. BS qua ti€t kiém thué do
kh&u hao.

P4t ky vong ting gid 10% mdi ndm va s& dugc ban vao
cubi nam 12, thué loi nhuan von (ban dit) (capital gains-tax)
la 25%.

Chi phi von 1a 16%

Thu€ sudt la 25%

‘1. Hay tinh gi4 tri hién tai cia dong tién sau thué&-

2. Tinh gid tri hién tai cia khodn ddu tu trong hai
ndm diu ‘ '

3. Tinh NPV cda du 4n nay
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TINH HUONG

Céng ty INVENTION dang cin nhic mua mot biang
séng ché& véi chi phi $75000 dé€ c6 thé€ sdn xudt sdn phdm
méi. Pidu nay sé lam ting doanh thu hién tai $2500.000
thém 80% trong ndm thd nhat. Chi phi bién déi lién quan -
v6i doanh thu sé ting tong th€ 5% (lién quan véi i 1& chi
phi bién d6i/ doanh thu hién tai).

Néu cong ty F khong mua biang sdng ché, c6 khd
ning déi thd canh tranh sé thuc hién phuong dn nay,
diéu nay sé dan dén viéc gidm $500.000 doanh thu cho
cong ty E.

" Do sy thay d8i nhanh ctia céng nghé, cong ty F uéc tinh
doi séng kinh t€ cia sadng ché 1a ba ndm T

Chi phi mua sdng ch& sé dugc khdu hao theo dudng
thdng trong ba nim

Viéc mua bang sang ché sé can viéc diéu chinh thiét bi
s&n xudt hién tai v4i khodn dau tu $800.000 '

Gid st d& mua bing sdng ch&, may méi mua sé cé
gid tri ban lai sau ba nam 14 $50.000. N¢u quy trinh sdn
xudt hién tai ti€p tuc dugc sd dung, thi€t bi hién tai sé
6 gid tri con lai $20000 trong ba ndm. Khdu hao theo
- dudng thidng.

Lip dit quy trinh mdi s& can ting ngay tai sén luu
dong la $140.000, déng thoi ng phdi trd ngdn han ciing
ting $60.000

Sy thay-ddi rong trong;v-é'n Iutu dong (net change in

‘working capital) sé tré lai mic ban ddu vao cuéi nim
thit ba: ' '



Bai Tép — Bai Gidi Qudn Tri Du An Hién Dai - : 31

Bang ,
Doanh thu T $2500.000
Chi phi bién déi ~1500.000
Chi phi ¢6 dinh (gém kh&u hao $50.000) ‘ 250.000
Thu nhap. truéc thué - $750.000
Thué& 25% , ' 187.500
Thu nhap rong 562.500

1. Lap bédo cdo thu nhap du kién néu mua bing sang ché

2. Hay tinh diém hoa vén (break-even point) theo doanh
thu cda cong ty trong trudng hop

a) Mua bang sang ché
b) Khong mua bing séng ché
3. Hay tinh NPV cida Dy an véi chi phi von 1a 14%
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PAP AN
Bai 1: Pau tu cuc dai (I,) xdy ra khi NPV = 0
$208.000 x PVAF;9, 15 (4.4392) — Iy = 0
Io = $923354 -
Bai 2: Tinh IRR khi NPV = 0
IRRX = (100 X PVAFwo,IRR) - 1000 = 0;

IRRx = 10%
IRRy = (50 x PVAFsqzr)-— 400 = 0;
IRRy = 12.5%
Vi IRRy > IRRy. Ch&p nhan Y’
Béi 3:
NPV
$7000

$5000

%
N
10% IRRa IRRg

Dy an A nhay hon do dudng NPV d6c hon
Bai 4: -

1)
n o (AR- AC)A1Y)  +AS = ANCF Tich fy
0 | -$10000 -$10000 |  -$10000
1 © $5000 x .75 3750 -6250
2 5000 x .75 3750 -2500
@ 3 6000 x .75 4500 +2000
4 6000 x .75 | $5000 | 9500, +11500
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V6n ddu tu hoan lai trong ndm thi ba, thdi gian hoan
von cu thé 1a = 2.55 nam (2 + $2500/$4500)

2) v : i
ARR = AVERAGE NET INCOME =Thu nhap rong binh quéan
AVERAGE INVESTMENT Pau tu binh quan
$3187,5*
= d =42,5%
 ($10000 + $5000) / 2 °
n | EBDT -~ | Khduhao= | EBT x | (1 -t) = | Thu nhap rong
1| $5000 $1.250 $3750 75 $2812,5
2 |- 5000 1.250 3750, 75 28125
3 | 6000 1.250 4750 75 3562,5
4 | 6000 1.250 4750 75 3562,5
Téng cong $12750
Ghi cha:
*$12750 : 4 = *$3187,5 |
Khdu hao duding thing = ($10'0004_ $5000) _ $1250

EBDT = Loi nhuan trudc Khau hao va Thué&

EBT = Loi nhuan trudc Thué

3) | |
NPV = - $10000 + S000L75) | $5000(75)  $6000(75)  $6000(.75)

(1.08)' (1.08) (1.08) (1.08)*
$5000 x q 18)4 =-$10000 + $3472 + $3215

+$3572 + $3308 + $3675 = §7276,8
4) IRR 16n hon 8%, vi NPV duong
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Bai 5:
.1 -
Loi nhudn hoat dong rong =$ - WC +PVéNOB (1-t)+PV clia WC(trigu$)

WC = Working Capital = Vén luu dong = -$.75 |
NOB = Net Operati_ng Benefits = Lgi nhuan hoat déﬁg
rong
Sui't chiét khdu 10% _
=-$.75 + [$1(.9091) + $1.1(.8264) + $1.2(.7513)
-+ $.8(.683)+.75(.6209)[(1-.25) + $75 (.6209)
= -$.75 + ($3.731775)(.75) + $.465675 = 2,5145 tricu $

Ghi ché: [0.9091 = - .. ]

11
2) '
NPV = Vén ddu tu + NOB

= -$3.5 + $2,5145 = -$0,9855

3)
Don vi: Triéu $
—l,. | NOB(1-t) | +WC Tong cong Tich Iy
0| -$35 Ts75 T $425 $-4,25
1 ($1)(.75) +0.75 -35
2 (1.1)(.75) +0.825 | -2,675
3 (1.2)(.75) _ +0.900 -1,775
4 (.8)(.75) | +0.600 -1,175
5 (75)(.75) | +75 +1,312 +0,137

Thoi ky hoan vén khodng 5 nam (4 +—_1|’ ;zgj
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Bai 6:

1)
Nam (AR-AC)(1-1) + AS - ANCF

1 |($30000 + $10000)(1-25) | - $30.000

2 - 30.000
3 - 30.000.
4 | | = 30.000
5
6

= 30.000
- $2000* = 28.000

* +$3000 - $5000 = ~$2000 (= AS = Chénh léch gla tri coOn
lai gita may méi va may cd) ‘

2) Dung ANCEF & cau trén

Nam NCEF tich ldy
-$85000.00

- ($100.000 - $15.000)

1 -55.000 ’

-25.000

+5.000

+35.000

+65.000

N G| &= W] N

195,000

. , . 25000
~ by ~ A ~ 1 h/ 2
| Thoi ky hoan vén 2 ndm 10 t éng ( .+ 30.000)
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Bai 7:

1)

NPV = PVE (AR -AC) (1 - t) + PV cdia AS — PV cta
AWC - I, (WC = von luu dong, I = von dau tu ban dau,
AS = gia tri con lai)

NPV = $16000(1 — 0.25)(2.4018)+ 2500 %0, 7117

— $5000 — $2000 % .8929 — $20000 = $3815,05

2)

IRR > 12% khi NPV > 0

Ghi chii:

~ Tinh quy vé gid tri hién tai, nén dung cdc thifa s6 chiét
kh&u (xem Bdng hodc tinh truc ti€p)

Thi du: '

(Sud't chiét khdu = 12%, n = 3 ndm)

1

1128
trong tuong lai)
1-1127°

0,12

trong 3 nam)

Bai 8:

=0,7117 (Thwa s6 gia tri hién tai cia s6 tién cdch 3 ndm

= 2,4018 (Thita s6 gi4 tri hién tai cda chudi tién

Tinh theo gia tri hlén tai:
Vén dau tu = - —$200000.00
Loi nhudn ting thém sau thué:
(AR -4C) (1 - O(PVAFi,3)
= $60000 x .75 x 3.7908 = + 170586
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PVAF10%5 13 thira s6 gia tri hién tai cda dong tién trong
5 ndm, sudt chiét khau 10%

Thu héi vén luu dong: |
AWC x DFygy,5 = $20000 x .6209 = + 12418

DFi%,5 1a gia tri hién tai clia s6 tién tuong lai 5 ndm sau,
suat chiét khau 10%

Gi4 tri ban d4t |

AS x DFjg9,6 = $50000 x .5645 = + 28225.00

Thu€ 1¢i nhuén vén (Capital Gains Tax) x (DFige,6) =

= ($50000 - $30000) (.25) (.5645) = — 2822,50

NPV = + 8406,5

Vi NPV > 0, nén tién hanh dau tu

Bai 9:

1) .

NPV

Quy tdc NPV: Chap nhén cic dy &n co NPV > 0
Quy tdc IRR: Chap nhan cac dy 4n néu IRR > k
(k = chi phi von clia doanh nghiép)

Discount Rates
k IRR  (Sudt chiét khau)
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2)
NPV
NPV,
Quy tic NPV: Chon A (NPV, > NPV3)
Quy tac IRR: Chon B (IRRg > IRR,)
NPV

5 Rates
[RR, ‘ IRRs (Sudt chiét khau)

3) Tinh IRR cho dong tién ting thém (A — B)
Néu IRR(s - gy > k thi chdp nhan du 4n A
4) C6 hai gia tri IRR

NPV
/\ -
IRR; : IRR2- (sust chist khau)
Hoac
NPV

Trudng hop vay
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Bai 10:

Ip = - $500 000 - $1000000 (.8621) = - $1.362.100,00
0.8621= 1—% i sudt chist khau = 16%, n = 1
PV c@a thu nhip ting thém trong 12 nim, méi nim
220.000 dugc chiét khau vé thdi diém hién tai.
PV cda (AR -AQ)(1-t) =
= $220000 x 5.1971 x .8621 = 985692.38
b4t ting gid tri 10%/ndm
PV gi4 tri ban dat dai = .
1
1.16"
= $500000 x 3.7975 x .1252 = + 237723.50
PV cda thué lgi nhuén ban dat (thuéf suldt 25%) =

1
116"

= ($1898750 — $500000) x 0,25 x 1252 =  — 43.780,87
NPV = - $182.465,00

= 500.000 x (1,1)* x

= (500.000 x (1,1)* - 500.000) x 0,25 x

Ghi chi: | |
* Khodng nién kim 12 ky dugc 4p dung d€ tinh thu
nhép, thu nhép c¢6 t¥ cudi ndm thit 2 :
* D4t dudc ban vao cudi nim thd 14
Bai 11:
Lgi nhuin (Lién tuc) _
PV ctia (AR -AC)(1-t) = $4000 (1-.25) (3.6847) = $11.054,10
+ $20000 (1- .25) (2.7982) (4104) = 17.225,72
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Ti€t kiém chi phi phat sinh do ngung dong sdn ph&m
‘ | $5000 x (1-.25) = 3750.00
Chi phi co hoi (Khong lién tyc)
~ Gi4 trj thi trudng (15.000.00)
Chi phi thué bi bd qua: $10.000(1 - 0,25) (1,16)™
$10000(1-.25)(4.8332)  _(3624,90)
NPV = +13.404,92
Ghi chua:

* 3.6847 la thita s6 gié tri hién tai cta chu01 tién trong
sau nam, chiét khau 16%

* 2.7982 la thtra s6 gia tri hién ta1 cda chuo1 t1en trong
bon ndm, chi€t khdu 16%

* 0.4104 13 thita s6 gid tri hién tai ctia khoén tién tuong
lai 6 ndm sau, chiét khau 16%

* 4.8332 14 thita 88 gia tri hién tai ctia chudi tién trong 10
ndm, sudt chiét khdu 16%

Bai 12:
1) .
PV cﬁa dong tién hoat dong sau thué:
_ 400.000(1 — 0.25)| 1=+ 016"
0.16
= $400.000(1 — .25)(5.1971) - $1559.130

Gia tri tuong lai cda dat = $500.000 x (1,1)* =
= $500.000 x 3.1384 = $1.569.200
Trit thu€ 1gi nhuan vén (ban dat)
($1.569.200 — $500.000) x 0,25 = __ 267.300
' $1301.900
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Gia tri hién ta‘i thu nhap rong tw dat

PV = $1301.900 x (1,16)™2 |

PV = $1301.900 x.1685 = $219.}370,15
$1778.500,15

Téng thu nhap sau thué

2)
- Gia tri hién tai (PV) ctia khoan diu tu trong hai nim diu:
= $500.000 + $1000.000 (1,16)" + $150.000(1,16)>
= $500000 + $1000000(.8621) + $150000(.7432)
= $1473580
3)
NPV cda du an:
= $1778.500,15 - $1473580 = +$304.920,15
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BAP AN TINH HUONG
1) Doanh thu ting 80% ($2500.000 x 1.8)  $4.500.000

Bién phi ($4500.000 x .65%) = $2.925.000
Pinh phi ($250.000° + $275000%) = 525.000 =  3.450.000

‘Lgi nhuan trudc thué : 1.050.000
Thué (@ 25%) 262500
Lgi nhuan rong $787.500

Y Ti lé chi phi bign d&i hién tai

=1.5/25 = 60% + 5% = 65%

2 Tyt Bang trong dé bai, chi'phi ¢§ dinh = $250.000
¥ Khau hao dudng thdng trén tai sin ¢ dinh mdi
_ 800.000 +75.000 - 50.000

3 = $275.000
2) Khéng mua bing sang ché:
Diém hoa vén = $215°'%00 - $625000

Cé mua bing sdng ché:
’ 250.000 +275.000 _ $525.000

biém hoa von = 6 = - $1.500.000
3) I, = ($75.000 + $800.000) = ~$875.000
Pau t& von luu dong: A
= — ($140.000 — $60.000) - — 80.000

Thu héi von luu d@ngi

_ (140.000 — 60.000)(1,14) = $80.000 x .6750 =  54.000
PV cla gia tri thu nhap ting thém sau thué:

PV (R - C) (1 - t) v6i

R = ($4.500.000 — $2.500.000) + $500.000 = $2.500.000
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C = ($4.500.000 x .65) ~ (2.500.000 — $500.000) x (.60)
= 2.925.000 — 1.200.000 = $1.725.000
PV(R - C)(1 = t)

-3
= (2500.000 ~ 1725.000)(1 — 0,25) x {Lf (()111;‘) } -

= (2500.000 — 1725.000)(1 - 0.25)(2.3216) = 1349.430

1
114°

= (50.000 — 20.000)(0.6750) = 20.250
Gi4 trj hién tai rong (NPV) . |
Pau tu (chi phi) -$875.000
~ 80.000
+ 54,000
~$901.000
Thu nhéap $1349.430
- 20250
| 11369.680
NPV = $1369.680 — $901.000 -
NPV = + 468.680 '

PV gid tri con lai = (50.000 — 20.000)



RUI RO TRONG
OUAN TRI DU AN

I. PINH NGHIA RUI RO

Trong bdi cdnh cdc quyét dinh dau tu (ddc biét céc
quyét dinh lap dy todn vén) c6 cdc rdi ro lién quan dén sy
bién dong cta dong tién rong lién quan v6i mot tai san hay
mot du an. NPV cang bién dong nhiéu, dy 4n cang rui ro

Cac khai niém rdi ro, 10i nhuan c¢é tinh co ban d6i véi
cac du &n, s& gidi thidu ban chét cda rdi ro va sy do ludng
rdi ro, lién quan véi cdc co hoi dau tu va loi sudt lién quan
clia ching trong céc thi trudng vén
II. CAC SO bO THONG KE

Bing céch gan cic s6 do xac sudt cho mét tdp cdc bién
s6 lya chon ngdu nhién nhu dong tién rong (net cash flow)

hay NPV, hai tri théng ké quan trong c6 thé dugc tao ra dé
‘mo t4 phan b8 cia ching

D6 1a gia tri ky vong hay tri trung binh (expected value
or mean) cta phan bg (u) va phuong sai hay d§ phén tan
(variance or dispersion) (o’) ctia cac ket qué ky vong xung
‘quanh gia tri trung binh

Rii ro thudng dugc nghl nhu xdc sudt phat sinh khoan
18, khi cac k&t qua ctia bién nglu nhién c¢6 phan bd chudn
(hay dang hinh chudng), do lech chuén o= Jo? 1a ude luong
t6t nha't cho hdu hét cac s do vé rdi ro

Théng tin sau vé céc du 4n dau tu A va B c6 thé duoc
diing d€ xac dinh phan b6 cia NPV cda mbi du 4n
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Bién s8 ngiu nhién (random variable) thé hién mot su
kién dang chd y ma k&t qua thi khong chic chin (doanh
thu, gid ¢ phi€u...), va dugc dung d€ danh gid do nhay
cda rdi ro dnh hudng k&t qua tuong lai

‘Thi du: _ .

Tinh hinh kinh t& gia dinh NI;V (trié1]13$) Xac xuit xay ra
Tang trudng cao ' $25 | $70 | 2 | = | 10%
Tang trudng trung binh 2.3 5.0 3 = 15
Tinh trang binh thudng 2.1 4.0 5 = 25
Dinh tré : 1.9 2.0 5 = 25
Suy thodi nhe 1.7 1.0 | 3 = 15
Suy thodi S5 1 -1.0 2 = 10

| 20 . = | 100%

Gia tri ky vong p (Expected Values) du an A va B dugc -
tinh nhu sau: |

(n)= % (Ojx1j)

u ™M

Oj = Gi4 tri cda két qua thu’ j Gth outcome)
Pj = Xac xudt lién két véi két qua .
Dap an: (Don vi triéu $)
= (2.5)(.1) + (2.3)(.15) + (2.1)(.25) + (1.9)(.25)
+ (L7)(15) + (L5)(D) =
= (7)(.1) + (5)(.15) + (4)(.25) + (2)(.25)
+ (1(15) + (-1)(.1) =

Ta thdy dy 4n B c6 gi4 tri ky vong cao hon, vay s& dudc
uu tién hon A?
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Khoéng nhat thiét nhu vay, vi mot dy dn dau tu khong
chi dénh gid don gidn trén thu nhap cac hon, con phai danh
gia trén rdi ro tuong dng na

P6 phén tan cda cac gia tri NPV so vdi gia tri ky’ vong
dugc do bang tinh todn phitong sai va dé léch chuén.

"Phuong sai: o = j%(bi ~ w?P;

Do léch chudn: o= \/;2_

Oj = Lgi nhuén cda két qua j

Pj = Xédc xudt x3y ra két qua j

n = S6 cac K&t qua

u = Gia tri ky vong

Phuong sai ctia cdc Dy én A va B la

Coh = (25 =2)* (1) + (2.3 - 2)* (.15) + (2.1 = 2)? (.25)
4 (19-272(25) + (1.7 - 2)%(.15) + (1.5 - 2)%(.1) = .082
o5 = (7 = 3)%(.1) + (5 = 3)%(.15) + (4 — 3)X(.25) + (2 — 3)*(.25)

+ (1= 3)%(15) + (-1 - 3)*(.1) =
Do léch chué’h

cA =+/0.082 = 0,286 trigu $

oB = v4.9 =2,21triéu § _

Gia dinh cac gid tri NPV cda cac dy an A va B ¢6 phan
bé chudn xung quanh cac gid tri ky vong, ta c6 dd thi sau:
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Probabitity of Occurrence
(Xac sudt xay ra)

pa=$2 pg=$3 Triéu$  Expected NPV
- | (NPV ky vong)

Du én A ¢6 d6 léch chuén thdp hon du &n B, tuy nhién
van chua dd dé€ chdp nhan du 4n ndo, vi khéng chi mic do
Rii ro |
Lgi nhudn’

bang cach két hop gi4 tri ky vong va do lech chudn, ta c6

rii ro, ma con phdi dénh gid so sanh trén co s

He s6 bién thién (Coefficient of Variation): CV =2

Hé s6 bién thién ctia cic du 4n A va B la

CVa=0.1431
CVg = 0.7367
Tém tit k&t qud trong bang sau:
Du an |
A B
H 2 tridu $ ' 3 trieu $
o2 00820 4.9
c . 0.286 triéu $ 2,21 tridu $
cv 0.1431 0.7367

K&t qué cho thdy dy 4n B rdi ro hon vi ¢6 sva CV lén
hon du 4n A.

Quyet dinh cudi ciing s& can nhic thém sy danh gia dinh
tinh vé cac y&u t8 vo hinh lién quan le viéc chon Iya dy an.
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III. BAI TOAN

Bai 1: _ _

Doanh nghiép PROJECTS lua chon gita hai Du 4n loai
tr nhau A va B

C4 hai du &4n déu c6 dau tu ban dau 1a $5000 va cac dong
tién ¢6 phan bd x4c suat hang nam trong ndm nim t6i nhu sau:

Du an A Du an B
Xéc suat Dong tién Xdc sudt Dong tién
0.3 $1700 0.2 . 800
0.4 $2400 0.6 2500
0.3 2800 0.2 5500

1) Hay tinh gié tri ky Vohg dong tién héng nam cho Dy
dnAvaB

2) Né&u suat chiét khau diéu chinh rii ro cho du an A 1a
15% va Dy 4n B 1a 18% |

Hay tinh NPV cda céc Dy an

Bai 2:

Cong ty NOVELTY st dung phuong phap chic chin
tuong duong d€ danh gia cdc dy an st dung vén, dé xem
xét viéc mua mot nha kho nhdé.

Dong tién ctia céng ty trude thué va cac he s6 chic chic
tuong duong la: ‘ '

. . R Heé s& chic chan tuong duong
Nam Dong tién L o
(Certainty Coefficient)
0 -$400000 ' 1.00
1 400000 0.90
2 360000 0.80
3 320000 0.70
4 280000 0.60
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Né&u NPV chic chén tuong duong 1a $40.756 hay tinh lai
sudt thuc, gid dinh ring phan bu lam phat (Inflation
Premium) van duy tri & mic 3%. Thué suat 1a 25%

Bai 3:

Mot du 4n c6 cac xdc xudt sau day vé dong tién vao ky
vong mdi ndm

Xéc suat Dong tién sau thué
0.20 " $6000
0.50 8.500
0.30 10.500

St dung phuong trinh sau d€ tinh suét chiét khau diéu
chinh rdi ro (RADR = Risk Adjusted Rate)

RADR = 10% + 20% x Hé s6 bién thién (CV)

Tinh RADR

Bai 4:

Coéng ty NOVO dang xem xét mot s6 dy &n dai 7 ndm
v6i von dau tu ban dau 1a $6000.000. Sau ndm thit by, tai
san dau tu khong c6 gié tri con lai, dong tién rong m&i nim
cda du 4n d4u tu c6 phan bd x4c sudt nhu sau:

Xéc sudt Dong tién rong (trieu $)
0.1 -é.O
0.3 +1.0
04 N +2.0
0.2 +4.0

Hay tinh rdi ro.cda du 4n nay do theo do léch chuén?
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Bai 5
Céng ty CORP.M c6 hai du 4n loai trit nhau A va B. M&i
du an chi phi $5000 va c6 doi séng ky vong nim nam. -
Dong tién rong hang ndm cdia mbi du 4n bit ddu mot nam
sau dau tu ban d4u, va c6 phan b x4c xudt nhu sau:

- Xéc sudt Dong tién A Dong tién B
02 3000 1000
0.6 3500 4000
0.2 4000 - 8000

Dut an rdi ro cao s c6 suat thu 1oi 14%, va rti ro thap 1a 10%
. 1) Tinh gia tri ky vong cda dong tién rong hang nam

cda mdi du 4n dau tu?

2) Tinh NPV d4 diéu chinh rdi ro cda méi dy an?

3) Dy 4n nao s& dudc chon?

Bai 6:

Hai du 4n doc ldp A va B ¢6 cac dong tién c6 phan bs
xac sudt nhu sau:

Dong tién A

Dong tién B

Dong tién Xac sudt Dong tién Xéc sudt
$100 - 0.10 - $100 0.05
200 0.30 400 - 0.80
300 0.40 700 0.10
400 0.20 500 0.05

1) Hay xac dinh dong tién ky vong ctia mbi du 4n

2) Xac dinh dd léch chudn cta phan bs xdc sudt dong

tién ctia mbi dy 4n

3) Xac dinh hé s6 bién thién ctda mbi Du an.

Ta sé& chon du an nao7
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- Bai 7: | .
Thi€t 1ap cac gi6i han rdi ro (Risk Limits) cda du an
nht thé nao?
Bai 8:
Noi dung qudn tri rdi ro dy 4n?
Bai 9: A
Phan biét rdi ro va khéng chic chin?
Bai 10:

_ Phan tich d6 nhay (sensitivity analysis) 1a gi?
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PAP AN
Bai 1: _
1) Du ‘An A: $2310; Dy 4n B: $2760
2) Du An A: $2743; Dy An B: $3631
Bai 2: Lai sudt thuc: 5%
Bai 3:
L = (86000)(.2) + ($8500)(.5) + ($10500)(.3) = $8600
o2 = ($6000 - $8600)%(.2) + ($8500 - $8600)2(.5)

+ ($10500 - $8600)%(.3)
= 2.440.000 ' «

o= 2440000 = $1562 |
Coefficient of Variation (Hé s& bién thién) = $1562 + $8600
' . =.1816
RADR (Su4t chiét khau diéu chinh ridi ro) = 10% + [20x.1816]
= 13.63%

Bai 4:

Cu= (1)(83) + (3)(E1) + (4)($2) + (2)($4) = 16 trieu $

o? = (1)(-$3-31.6)> + (3)($1-$1.6)* + (4)($2-$1.6)* + (2)($4-$1.6)*
=344 :

o= \$3.44 = 1.855 tritu $

Bai 5:
1) ua= (.2)($3000) + (.6)($3500) + .2($4000) = $3500
up = (:2)($1000) + (.6)($4000) + .2($8000) = $4200
2) NPV, = $-5000 + $3500 x PVAFiq0, 5 (3.7908) = $8268
NPV = $-5000 + $4200 x PVAFi 49,5 (3.4331) = $9419
3) o, = $316; 05=$2227 va CV,4 = .0903; CVp = .5302
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Sau khi diéu chinh rdi ro ting thém, NPV;g 16n hon
NPV4, nén thuc hién du é4n B

Bai 6:
1) u, = ($100x.10) + ($200x.30) + ($300%.40) + ($400x.20)
= $270
L, = ($100x.05) + ($400x.80) + ($700%.10) + ($500%.05)
= $420
2) o2 = ($100 — $270)*(.10) + ($200 — $270)*(.30)
| + (8300 — $270)°(.40) + ($400 — $270)(.20) = 8100
o, = J8100 = $90
= ($100 — $420)%(.05) + ($400 — $420)%(.80)
+ ($700 — $420)%(.10) + ($500 — $420)*(.05) = 13600
c, = M = $117
2) CVa = $90 + $270 = .33
CVp = $117 + $420 = .28
Chon du an B
Bai 7:

@~

» Muc dich 1a xdc dinh mtc d6 rdi ro t6i da cda du 4n ma
nhéom c6 thé chdp nhan trong viéc cung dng két qud cudi .
cung. Giéi han rdi ro nay gidp nhém thiét lap céc bien
phap diéu chinh hodc ngdn ngua d6i véi cac két qua cudi
cting c6 muc do rdi ro ngoai mong doi déi vdi t8 chiic. |

An dinh gi6i han vé muc dd rdi ro t6i da ma t8 chic
sdn sang chap nhan déi véi mbi két qud cubi cung.

Rii ro 1a sy khong chic chin vé& kha ning cung tng két
qué cubi cing theo céc tiéu chuén thiét 1ap bdi khach hang,
do khéng c6 khd ndng, kj niang, hay kién thic cong nghe
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dé€ tao ra két qud cudi ciing nhu cam ké&t. N6 khéng bao
gdém rii ro do khéng c¢6 ngudn luc cin thi€t nhu thoi g1an
con ngudi, tién bac d€ tao ra két qua cudi cung.

St dung thang do (scale) t& 1-10, gdn mot con s thé
hién gidi han rdi ro cho méi két qui cudi cung.

1 = mtic do rui ro cyc ky thap hay khong rii ro.

10 = mdc dd rdi ro cuc ky cao.

N&u c6 thé hay dua ra giai thich loai rdi ro nio ¢6 thé
ch&p nhan va loai rdi ro ndo khoéng.

o ' Thang Déanh gi& (Rating Scale)
2 3 /AL I
| e
\ ’) L iy J ( )
Rli rothadp = RUi ro trung binh Rdi ro cao

N&u nha t8 chuc thiét 1ap muc rdi ro qua thdp mot cach
khong can thi€t, nhém du &n c6 thé cdn b8 sung cic hoat
dong trong lich bi€u, hodc ting thém dy toan, diéu nay cé
thé 1am cho du 4n kéo dai va t6n chi phi nhiéu hon.

Hay thi€t lap gi6i han rdi ro cao nhat ¢6 thé chdp nhan
déi véi t8 chuc.

Ciing gén gi6i han rdii ro cho mdi k&t qua cusi ciing tao
ra cho t6 chic, va mdi gi¢i han rdi ro cho m&i muc tiéu cda
t6 chic.

Thi du: Nha t8 chdc gan cho hoi nghi vé quan tri dy &n,
gi6i han rdi ro 1a 2, va chi thi cho nhém gidm thi€u bat ky
rdi ro nao lam cho héi nghi khong théa man nhu cu va ky
vong cda ngudi tham du.
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Bai 8:

¢ Phan bi¢t gitfa rdi ro va sy khong chic chin

e Xac d‘inh.céc, ngudn rii ro dnh hudng sudt thu loi cda
du an

® Béanh gia d6 nhay cda NPV du 4n d6i v6i thay dSi cac
bién s8 then chét.

e Ap dung phuong phdp xéac sudt dé tinh NPV ky vong
cia moét du dn va dd léch chudn clia né.

® Xac dinh céc chién luge gidm rdi ro cho dy 4n.

® Dénh gid sy hitu ich cda cac phuong phdp danh gia
rdi ro

Bai 9:

Rii ro (Risk) duge d4p dung cho mét tinh huéng c6 mot
s6 két qud (outcomes) c6 thé xay ra, va trén cd s§ kinh
nghiém lién quan trong qud trinh, c6 thé gan cac xdc-sudt
cho cac két qué khac nhau.

Su khoéng chic chin (Uncertainty) dugc ap dung cho
mot s6 két qua c6 thé xay ra, nhung c6 it kinh nghiém lién
quan trong quéd khit d€ du bdo xac sudt clia cac két qua cé
thé xdy ra.

Tinh hudng rdi ro: C6 xdc sudt 70% loi nhuan cda dy &n
s€ trén 100.000$ nhung c6 xdc sudt 30% 10’1 nhuan sé dudi
$100.000.

Tinh huéng khéng chic chin: N&u khéng c6 théng tin
nao vé lgi nhuan cda du 4n.

N6i chung, cac du &n rdi ro 1a cac du 4n c6 déng tién
tuong lai (va 1gi nhuan ctda du 4n) ¢6 khd nidng bi€n dong.
Su bién dong cang 16n thi rdi ro cang nhidu.
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Van dé rdi ro thi quan trong hon d6i véi cac quyét dinh
dau tu von (dau tu dai han) hon cac quyét dinh khéc vi:

+ Sy udc tinh Nchi‘ titu von c6 thé phai di trudc mot s6
nam, nhu trong moét du an xay dung quy mé 16n. Chi phi thuc
t& c6 thé vuot trén ngan sach nhiéu khi cong trinh tién hanh.

+ Uéc tinh 1oi nhuan di tru6c mot s6 nam, ddi khi trude
10, 15 hay 20 nam, cdc con s6 udc tinh dai han nhu vay ¢é
thé khong chinh xéc.

Bai 10:

Phan tich d§ nhay NPV clia du an phan tng thé nao
d6i véi cac bién s6 dung trong viéc tinh NPV. Mot cach tiép
can dic bigt d€ phan tich do nhay la phuong phap chac
chdn tuong duong (certainty - equivalent), gdm su chuyén
déi dong tién ky vong cda du &n thanh s6 lugng khong rdi
ro tuong duong.

_ Gia tri NPV ¢6 thé phu thuéc mot s6 bién s¢ doc lap
khong chdc chin

¢ Gia ban

¢ Doanh s8 ban

® Chi phi von

® Chi phi ban dau

® Chi phi hoat dong

¢ Loi nhuan

Céch ti€p can do nhay co ban l1a tinh NPV cuia dy an theo
mot s6 cac giad dinh khac nhau, d€ xac dinh NPV nhay thé
nao d6i véi cac tinh hinh thay d6i. S8 c6 mot sd chi béo
(1nd1cat10n) vé céc bién s6 ma NPV nhay véi ching nhét (cac
bien s& thiét y&u - critial variables) va mtic do cac bién s6 dé

c6 th€ thay d8i ma khong lam két qua dau ttI cho gia. tri
NPV am.
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Vi vay phan tich do nhay cung c&p moét chi bdo tai sao
mot dy an lai that bai. Gisi qudn ly sé xem xét cac bién s6
thi€t yéu d€ danh gia kha néng dién ra c4c sy kién din dén
NPV am. Gi6i quan Iy ciing nén chu y dic biet viec kiém
sodt cdc bién s6 ma NPV dic biet nhay, mot khi da quyét
dinh du 4n ddu tu.

Khi tién hanh phan tich d6 nhay, ban cin sd dung kién
thifc vé phan tich di€m hoa vén (phan tich chi phi - sén
lugng - loi nhuan - CVP).

Phéan tich di€ém hoa vén (CVP)

® 56 du ddm phi don vi = gia ban don vi — chi phi bién

(Contribution per unit) - | d6i don vi-
* Lgi nhudn = (Doanh $8 x SO du ddm phi don vi) — Dinh phi
® Di€m hoa vén = — Ton(t; dinh phi
S6 du dam phidon vi
o Tiss Cl_5S¢ dudamphl
‘ S Doanh thu
¢ Doanh thu tai di€m hoa vén = m?

* Bién an toan (don vi) = Doanh s6 dy todn — Doanh s&
(Margin of Safety) hoa v6n
Doanh s6 du todn — Doanh s hoa vén

® Bién an toan (%) = Doanh o5 du
: oanh s6 du toan

® Doanh s6 dé dat lgi nhusn muc tiéu
'_ DPinh phi + Lginhuan muc tieu
S8 du ddm phidon vi
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Thi du:
Gi4 ban don vi = $15
- Bién phi don vi = $12
Pinh phi don vi = $5400/ndm

Doanh s6 du kién mébi ndm = 3000 don vi

Diém hoa vén (don vi) = 54002 =1800don vi
Ti 56 S = 2712 100% = 20%
' S 15
Pi€m hoda v6n (doanh thu) = —554-%9 = $27000
Doanh s§ dé dat Ii nhuan $3300 = 2222¥3%99 _ 5900 don vi
Bién an toan (%) = Mxmo% =40%
3000

Thi du: Phan tich d6é nhay: _
Cong ty CORPM. dang xem xét dy 4n c6 dong tién sau:
Pon vi: $1.000

5 Pau tu I Don Dong tién ron
L N t@n\go imcm :
0 7000
| (2000) 6500 - 4500
o | (2000) 6500 4500

Dong tién c6 dugc ti viec ban 650.000 don vi sdn ph&m
v6i gia ban $10 mot don vi.

Chi phi v6n cda CORP.M. 1a 8%

Yéu cau: | _

Po ludng do nhay cda du an d6i voi thay d6i cda cac
bién s6.
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Dap

an:

Gié tri hién tai (PV) ctia dong tién nhu sau:

’

Don vi: $1.000

Thifa s chiét khau

i " A L PY i pii | PV dorg [PV dong

8% (Discount Factor) | ban ddu | bign déi tien vao | tién rong

0 1.000 (7000) | | ~(7.000)
1 0.926 (1852) | 6019 4167
2 0.857 (1714) 5571 3857
(7000) | (3566) | 11590 | 1022

Dy én ¢6 NPV duong va dudng nhu déng gia.

Su thay déi dong tién cin thi€t c6 thé x4y ra nhung

trong gidi han d€ du 4n dat diém ho

thuén) nhu sau:

a von (va c6 thé chap

(1) Pdu tv ban ddu: Ddu tu ban ddu cé thé ting
thém $1.024.000 1a gi6i han d€ khodn tidn diu tu dat
di€m hoa von.

Nhu vay dau tu ban ddu c6 thé ting

1024

7000

15%

(2) Doanh s8 ban: Gi4 tri hién tai ciia dong tién vao triy
gid tri hién tai ctia bi€n phi phai len t6i $7.000.000 dé NPV = 0.
Vi céc dong tién m&i ndm bing nhay, ta cé: .
* Thita s6 chiét khau 1a 1,783 vdi sudt chigt khau 8%,
n = 2 (khodng nién kim 2 nam)
® Chia gia tri hién tai doi hdi $7.000.000 cho 1,783 ta c6
dong tién hang ndm $7.000.000 : 1,783 = $3925.968
* Vi dong tién rong (NCF) mdi nim 1a $4500 dong tién
rong c6 thé gidm (4.500.000 — 3.925.968 = $574.032) t6i da,
qui muc dé NPV =0
Véy tong doanh thu c6 thé gidm: 574.032 : 0.69 = $831.930



60 Bai Tép — Bai Gidi Quin Tri Dy An Hién Dgi

(Gid dinh dong tién rong = 69%(2288) ctia doanh thu.

Véi gid ban don vi la $10, tong doanh thu‘tufo'ng duong
v6i: $831.930 : 10 = 83.193 sdn phfm

(3) Gi4 ban: Khi doanh thu la $6.500.000 mbi ndm, tong
doanh s6 c6 thé gidm xudng con 5.925.968 (6.500.000 —
574.032) mdi ndm, 1a ngudng lam NPV am.

Didu nay tuong duong gia ban don vi $9,12, gidm 8,8%
s0 gid ban ban dau ($10). '

(4) Chi phi bién ddi: Tong chi phi bién d&i c6 thé ting
$574.032 hay $0,88 mbi don vi san phdm, nghia la tang 28,7%.

(5) Chi phi v&n (Cost of Capital)

Ta cin tinh IRR cda du an.

Ta s& thit v6i suat chiét khau 15% va 20%

Pon vi tink: $1.000

Nam ﬁgf?e?ng chié’tT::gus(Oﬁ"/o) PV .chié’tT::gusfzo%) R
"0 | (7000) 0.870 (6090) 0.833 (5.831)
1 4500 0.756 3402 0.694 3123
2 | 4500 0.658 2961 0.579 2606
- .
NPV = 273 NPV = (102)

Vay IRR = 0,15+| —=>—x(0,20~0,15)
273+ 102

18,64%
0,

IRR = 18,64% bang 233% ( j so chi phi vén

V4y chi phi v6n c6 thé ting 133%, qud mic nay NPV
sé am . '

NPV nhay nhidu nh4t véi gia ban, sau dé la doanh sO.
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Cac di€m y&u cia phan tich d6 nhay:

(1) Phu’o’ng phép do1 hdi xem xét thay déi mbi lan mot'
bién s6. Tuy nhién gidi quin ly con quan tam Io’n dén tac
dong t6 hop sy thay d6i cda vai bién s6.

(2) Xem xét riéng biét tiing bién s& thi khéng thuc tién
v cac bién s6 thudng phy thudc tiong tac nhau.
~ (3) Phan tich d6 nhay chua xem xét xac suét xdy ra su
bién déng cia chi phi hay doanh thu.

(4) C6 cac nhén t6 quan trong ngoai tim kiém soat clia
nha quin ly.

(5) Riéng phan tich d6 nhay khéng phdi 1a mot quy
tdc quy€t dinh. Nha qudn ly phai thiét lap cac thong s6
chdp nhan



HINH THANH DU AN

I. TAM QUAN TRONG CUA QUAN LY DU AN

# Khi Tap doan Microsoft b4t tay phat trién phan mém
Windows Longhorn - phin mém l4p trinh 16n nhét, phc
tap nhdt va quan trong nhat ctia tap doan cho dén nay - thi
thdi gian 1a nhén t6 thi€t y&€u nhdt d6i véi gidm ddc du an.
V6i hang trdm lap trinh vién lam viéc trén hang triéu dong
mé héa t6n hang tram trieu dola d€ phat trién trong mot du
an, rat nhidd nd lyc da d6 vao dé dé ¢6 thé ban giao dy an.
ddng thoi han.

Microsoft 1a vi du vé doanh nghiép phdi d6i mat véi
mot hién tugng hién dai: tinh phic tap ctia du an tdng len
va chu ky doi s6ng san phdm rit ngdn dan. Thay déi nay
bat ngudn t¥ sy nhan thic vé gid tri chién lugc cda canh
tranh dya vao thdi gian, va doi hoéi chédt lugng lién tuc dugc
cdi thién. Mdi su kién gidi thieu mot sdn phadm, dich vu méi
la mo6t sy kién duy nhat — mét du an. Ngoai ra, dy 4n 1a
mot phan quen thudc trong cude séng hang ngay cda ching
ta. Ching ta ¢6 th€ hoach dinh cho mot 1& cusi, mot bia
tiec sinh nhat bat ngd, sda chia lai ngdi nha.

Lap lich bi€u cho cdc dy &n 1a mot thach thic khé khan
cho nha quén tri van hanh. Nhing rdi ro trong qudn 1y du
an thi cao. Chi phi vugt mdc va nhing tri hodn khong cin
thi€t phét sinh do lap lich bi€u va kiém soat khong t6t.

Nhitng dy 4n can nhiéu thang hodc nhiéu nim dé hoan
thanh thuong dugc phét trién bén ngoai hé théng sdn xuat
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thudng nhat. Céc t6 chiic dy 4n trong doanh nghiép cé thé
dugc thanh lap d€ x& ly nhing cong viéc nhu thé, va
thuong sé gidi thé khi dy 4n d4 hoan thanh. Trong nhing
truong hop khac, nhing nha quan tri s& thay cac du an chi
12 mot phan trong cong viéc cda ho. Quén ly mot dy &n
lién quan dén ba giai doan:

1. Hoach dinh (Planning): Giai doan nay gdm thiét lap

muc tiéu, xac dinh dy 4n, va td chitc nhém.

2. Lap lich bi€u (Scheduling): Giai doan nay noi k&t con
ngudi, tién bac va vat dung véi nhing hoat dong cu
thé va lién k&t cac hoat dong lai véi nhau.

3. Ki€m soat (Controlling): o} giai doan nay doanh
nghiép s& gidm sat (monitor) cac nguodn luc, chi phi,
chat lugng, va ngan sach. N6 cing diéu chinh hoic
thay d6i cac k& hoach, va di chuyén céc ngudn luc dé
dép tng cdc nhu cau vé thoi gian va chi phi.

Chting ta bat ddu chuong bing viéc téng lugc ngén gon
nhitng chitc ning ndy. Ba kj thuat phd bien dé gitp cac
nha quan tri hoach dinh, 1ap lich biéu, va kiém soat 1a so dé
Gantt, PERT va CPM ciing sé dugc mo ta.

II. HOACH PINH DU AN

Cé thé dinh nghia mét du 4n 1a mot chudi cdc nhiem vu
lién quan véi nhatt huéng dén mot két qud dau ra quan
trong. Trong mét s6 doanh nghiép, mot dy an sé duge lap
ra d€ dam bdo nhiing chuong trinh hién hitu sé tiép tuc van
hanh thong sudt hang ngay, trong khi nhiing du 4n méi vin
dugc hoan t4t thanh cong.

D61 véi nhing céng ty ¢ nhidu dy 4n 16n, chang han
nhu cong ty xdy dung, t6 chifc du 4n 1a mét cach thic hitu
hieu d€ phan b6 con ngudi va ngudn luc vat chdt can thiét.
Day 134 mot co cdu té chic tam thdi duge thiét k& dé€ dat
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dugc cdc két qud bang cach st dung cac chuyén gia trong
khip cong ty. NASA va nhiéu t8 chic khéc st dung phuong
phdp du an. Ban c6 th€ nhé lai Du 4n Gemini va Du an
Apollo. Nhiing tif nay dugc st dung dé mo td nhiing nhém
ma NASA di t8 chdc d€ dat duge muc tiéu thdm hiém
khéng gian. _ “ ‘
T6 chice du an lam viéc httu hiéu nhat khi:
1. Cong viéc c6 th€ dugc xdc dinh véi muyc tidu va thoi
han cu thé. o |
2. Cong viéc c6 tinh doc nhdt hodc khéng cé tinh
thudng xuyén véi t8 chitc hién hitu.
3. Cong viéc chita dung nhing nhiém vu phic tap, ¢
lién quan véi nhau doi hdi nhiing k§ ning dic biét.
4. Du 4n ¢6 tinh tam thdi nhung thi€t y&u cho t8 chuic.
5. Du 4n lién quan t6i moi bd phan trong t8 chiic.

Hinh 1: Hoach dinh du an

Phat tri€n

Lap muc tiéu Xac dinh d an cau tric phdn nhd cong viée
(Work Breakdown Structure)

1. Giam déc Dy an

Mot t8 chic du 4n dugc thé hign trong Hinh 2. Thanh
vién nhém du &n thudng dugc phan coéng tam thdi mot du
an va bdo cdo cho gidm ddc du 4n. Gidm doc ding dau du
4n diéu phéi cac hoat dong v6i nhiing phong ban khéc, va
bdo cdo truc ti€p cho c&p quin ly cao nhat. Nhtng giam
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déc du an nhan dugc sy chd y cao trong doanh nghiép va
chiu trch nhiém dam béo rang:

(1) T4t c& cac hoat dong cdn thiét dugc hoan thanh theo
trinh ty hop 1y va dung lic;

(2) Dy an dugc thuc hién trong pham vi ngéh séch;
(3) Du an dap dng cdc muc tiéu chdt lugng;

Va (4) nhing ngudi duge phan cong cho du 4n nhan
dugc sy khuyén khich, chi thi va thong tin cin thigt cho
cdng viéc cda ho. Piéu nay c6 nghia la cac gidm déc du an
phdi 12 nhiing nha dao tao va truyén dat t6t, c6 thé didu
phdi c4c hoat dong tit nhidu chuyén nganh khac nhau.

Hinh 2: T8 chfic du 4n miu

Dy dnsi 1|

P - Giam déc Ky su K§ su e
Dy 4n sd 2 dedn = dién | maytion [ Ky thut vign |-

' Nhﬁ’ng van de dao dic trong quan 1y dy an: Cac gidm
doc du 4n khong nhiing dugc chd y nhiéu ma con phéi déi -
mdt v6i nhitng quyét dinh c6 lién quan dén dao duc hang
ngay. Cach thic ho hanh dong sé x4c lap quy tic tung x&

- cho moi ngudi trong dy an. O c&p do c4 nhan, céc gidm doc

du &n thudng gip cdc van dé (1) qua bidu tif cic nha thauy,

(2) &p luc thay d6i bdo cdo tinh hinh dé che day thuc t&
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cham tré, va (3) bdo cédo sai léech vé thdi gian va chi phi, va
(4) &p lyc thda hiép vé chdt lugng d€ dap dng cac chuong
trinh thudng phat. :

Nhing vdn dé& quan trong trong cdc dy &n 16n nhd

khéc la:

e Thong thau (Bid rigging) ti€t 16 thong tin bdo mat
cho mét s6 nha dau thau dé€ tao cho ho lgi thé khong
cong bang. ‘

e Cac nha thau “dinh gia thiu thdp” - nhing ngudi c8
“mua” dy 4n bang cach ddu gia thdp, véi hy vong sé
thu héi chi phi sau nay bang céch tai thuong luong
hgp déng hodc don gidn bang cach cdt giam chi phi

e Ho6i 16 — dic biét trong nhing dy an qudc teé.

e Chi phi tinh cho nhting khodn khong can thiét, si

~dung nguyén vat liéu kém tiéu chuén chdt lugng,
gidm cdc tieu chudn vé sdc khde/ an toan che gidu
nhiing thong tin can thiét.

e Tranh khong thita nhan dy 4n that bai lic két thic
du 4n. ' '

Nhing quy tic dao dic néu trén duge thiét lap bédi Vien
.Qudn ly Dy 4n (www.pmi.org) va la mét phuong tién c6
gdng xac lap cac tidu chudn. Cac nghién ctu cho thdy néu
khong cé su lanh dao t6t va vin héa t6 chic ving manh,
thi hiu h&t moi ngudi déu tuan theo nhiing tiéu chudn va
giéd tri dao ddc cda ban than.

2. Co c&u Phin nhé Cong viéc (WORD BREAKDOWN
STRUCTURE) |

Nhom quan ly du 4n thudng bdt dau céng viéc cda
nhém r&t lau trudc khi dy &4n dugc thuc hién dé c6 thé
phat trién dugc mot k&€ hoach. Mét trong cac budc ddu tién
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12 phdi cdn than thiét lap nhing muc tiéu cda dy 4n, rdi
chia dy an thanh nhiéu phan c6 th€ quén Iy dugc. Co cdu

Phin nhdé Céng viéc (WBS) nay xdc dinh dy 4n bing cach
chia né thanh nhtng thanh phan (hoic nhiém vy) quan
trong, nhiing thanh phan nay sau d6 sé dugc chia tiép
thanh nhiing b6 phan chi ti€t, cudi cung thanh mot tap
hgp cac hoat dong va chi phi lién quan. Viéc chia mot du
an thanh nhiing nhiém vu nhdé dan cé thé 1a khé khin,
nhung c6 tinh thi€t yéu d€ quan ly dy &n va d€ lap lich
bi€u thanh céng. Nhu cdu tdng cong vé con ngudi, vat
dung va trang thiét bi cling s& dugc udc lugng trong giai
doan hoach dinh nay.

Cd c&u phan nhé cong viée thudng gidm quy mé tit dinh
dén day va dugc thé hién nhu sau:

Cip

1: Dy an

2: Nhiing nhiém vu chinh trong du an.

3: Nhiing nhiém vu phu trong nhiém vu chinh.

4 Céc hoat dong (hodc “céc g6i cong viec”) cin phai

dugc hoan thanh.
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III. BAI TOAN VA DAP AN

Bai 1: Dy an 1a gi? Thé nao 1a mot dy an thanh cong?

Dap an: -

(1) Du an la modt k& hoach duoc t8 chic, c6 tinh tam
thoi nhdm tao ra mot sdn phdm, dich vy, qua trinh, hay mot
ké hoach duy nhat. Dy 4n c6 th€ don gidn nhu mot ké
hoach t6 chic mot khoa dao tao, hodc phic tap nhu viéec ,
xdy dyng mot trudng Pai hoc, véi quy m6 nhém dy an ti¥
vai nguoi dén hang tram ngudi, c6 thé lam viéc tap trung &
mot dia di€ém hodc qua nhiéu quéc gia.

Cac dy an tap trung nhan sy tit nhiu lanh vyc nghé nghiep
va c6 cd hoi hop tac véi nhau theo mot cach thic duy nhat. Vi
cac dy &n rat da dang va linh hoat, cac t6 chiic ngay cang st
dung du &n nhu cach thic dép tng cac nhu cau cda khach hang.

(2) Mot dy an thanh cong c6 céac tinh chat sau:

* Khich hang hai long hodc vui thich véi k&t qué cudi
cung (sdn pham, dich vy, qua trinh, hay k&€ hoach).

* K&t qua cung tng cho khach hang ding luc.

* Nhém du 4n-déd thuc hién chi phi trong pham vi ngén
sach phan bé.

* T8 chitc ¢6 19 tit cac bai hoc kinh nghiém ctia nhém du an.

Bai 2: Quan tri du an 1a gi?

Dap an: _

Quén tri du an éung c8p cho cdc nhém du an mot- qua:
trinh gitip ho phdi két cdc nd luc d€ c6 thé tao ra ding sdn
phdm dung thoi gian, cho ding khach hang, trong giéi han
nguodn luc x4c dinh bdi t6 chie.

Quén tri du an ting dudc xem nhu cdng viéc chuyén
biét clia cic nhd qudn tri dy 4n, thudng diéu phdi cdc hoat
ddng cda cdc du an chuyén biét, phic tap, quy moé 16n.
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Trong nhitng nim gin day, vai trd cda nha quan tri du 4n
va quan tri dy 4n dang thay ddi, bao gbm mét pham vi 16n
cac du an, tr don gidn dén rdt phdc tap, to linh vuc sin
xudt dén dich vu va gido duc, va nhiéu linh vuc khéc.

Céc nha qudn tri du an c6 vai trd quan trong, dong thoi
moi thanh vién cia nhém dy 4n cdn hiéu biét, tham gia, va
tién hanh mot du an bang cach thuc hién cac hoat dong
qudn tri du an.

Bai 3: Quan tri du an gitp cdc nhém dy an nhu thé nao?

Pap an: Quén tri du 4n gidp trdnh dugc cdc vdn
dé nhu:

* Khéi lugng cdng viéc qua tai trén mot s6 thanh viéri_.
‘» Vugt-chi phi. |

~ « Thanh vién nhém thigu k¥ ning hay nang luc can thiét
cho du an.

e Mau thuin vé nhan sy vdi cac dq.én Khac hodc céc vi

tri cong viéc khac. ' :

* C4c quan hé gitta cac thanh vién nhém bi 4p lyc.

+ Pham vi dy 4n thudng xuyén bi thay déi.

» Cong viéc bi thuc hién lai hay trang 14p.

* Ngudn luc khéhg day dd.

* Khong dép dng thoi han cudi (Deadlines)

Bai 4: Phan céng trach nhiém trong du’ an (Project
Accountablhty) thé nao’

Dap an:

Ban quan tri cdp cao (Sevnior Management):

« Pam béo t8 chiic c6 mot qué trinh quan tri duf an ma
cadc nhém dy &n c6 thé tuan tha. '

* Cung c&p ngudn lyc hd trg cac dy 4n da chon.
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Giam déc chtic ning (Functional Manager):

* Cung c&p ngudn luc trong Iinh vuc phu trach dé hé tro
dv an.

* Hb trg cdc muc tiéu cda du an.

Nha tai trg (Sponsor):

Pam bdo du 4n c6 sy chi thi va hd trg 18 rang.

* Cung cdp mot ban bdo cdo nhiém vu (a charter) cho
nhém du an ' | ,

* Ddm bado ké hoach du 4n dédp tUng yéu cdu cda ci
khéch hang va t8 chuec. '

Lanh dao nhém (Team Leader):

* Bam bdo du 4n théa méan c4 khach hang va t6 chrc.

* Pdm bdo dy dn dugc hoan thanh ding thoi gian, va
trong céc giéi han va pham vi cda du an.

Thanh vién nhém (Team member):

* DAm bdo phan coéng viéc ban than trong du 4n thda
mén yéu cau cda du an, va dugc hoan tat ding thoi gian va
trong pham vi ngan sach.

Bai 5: Cac khai niém quan trong trong quan tri du an
1a gi? '

Dap an: .

K&t qua dy an (Deliverables): Cac sdn pham, dich vy,
qué trinh, hay k& hoach dugc tao ra do két qua thuc hién du
an két qua cudi cing (final deliverable) duge cung tng cho
khach hang. K&t qué trung gian (Interim Deliverable) dugc
tao ra trong qué trinh hinh thanh két qua cudi cung.

 Pham vi dd an (Project Scope): M6 td vé du an bao
gdm thong tin vé cac k&t qui sé dugc tao ra, va cac tiéu
chudn ma khach hang sé sit dung d€ danh gid cdc két qua
c6 dap dng nhu cdu cda ho hay khong?
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Ngudn lyc (Resources): Thdi gian, cong sitc va tién bac.
Thoi gian duge giam sét trong moét lich biu du an (Project
Schedule), cong stic duge do bang thoi gian nhan su lam
viéc, va tién duoc phan b trong dy toadn ngan sach dy 4n.

Rdi ro (Risk): Khd niang x3y ra cdc van dé troﬁg qua
trinh tao ra k&t qua cudi cung.

Nha t6 chic (Sponsor): Ngudi hoat dong nhu su lién két
gita ban quén tri va nhém du &n, va 1a nguoi chiu tréch
nhiém thiét lap bédn bdo cdo nhiém vu dy an (project charter)

Ti€u dy an (Subproject): Mot dy an nhé trong du 4n
chinh. Mét nhém tiu dy 4n dugc hinh thanh khi ti€u du 4n
doi héi nhiéu ngudi d€ thuc hign céng viec cda tidu du an.

Bai 6: Phan céng cac vai trd trong dy an thé& nae?

Dap an:
Céc giai doan cla Dy an (Project Phases)
o Trién khai . :
- Cac vai trd b;:‘e;h'iaé% Thigtlap . vadidu | Hoan thanh
trong du an ' k& hoach chinh k& phan két thac
vy (Charter)
. hoach
Can thigt
Nha 15 chic cho su Vai trd Can nim Vai trd
(Sponsor) thanh cong . phé chudn | thdng tin phé chuén
clia du an '
) ’ Can thiét Can thiét Can thist cho
Lanh dao nhém o s cho su cho sy \ n
Céng tac “ R N sy thanh cong
. (Team Leader) thanh 'cbng | thanh cong , .
5 , , ) cua du an
: cua dyan  cua dy én
Thanh vién Cin ndm
nhém (Team i Cong tac Coéng tac Céng tac
thdng tin :
members)

Nha t6 chtic dy 4n c6 vai trd din dit trong khéi ddu
qud trinh quén tri du 4n, dé xuéng dy 4n va thiét 1ap ban
‘nhiém vu du an.
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- Nha t8 chitc du 4n ddm bdo du an nhdt quan véi céc
muc tiéu t8 chic, va trg.giip nhém khic phuc céc trd ngai
gdp phai trong qua trinh du an.

Khi hoan thanh bdn nhiém vy, sé giao vai trd chd yéu
cho nhém du an. o

Nhém dy an dugc hinh thanh va hop lan dau d¢€ théng
nhét vé cac quy tic co ban, va dap dng cic nguyén tic ma
cdc thanh vién nhém sé tuén thd trong sudt du an. Ti€p d6
nhém du-4n sé phét trién mot k€ hoach du 4n (project plan),
r6i thuc hién ké& hoach va cudi cung la két thic dy &4n.

Vai trd cia nha linh dao/quan ly dy an:

* Pong vién qud trinh hoat déng nhém.

« Cong tac v6i nhom dé thist 1ap va thuc thi k& hoach du 4n.

* Hoat dong nhu méi lién két gitta nha t& chiic va khach hang.

* Gidm s4t tién do cda du an.

Vai tr6 ctia thanh vién nhém:

* Pdm bdo phin c6ng viéc clia ban than trong dy 4n
dudc hoan thanh ding thoi han.

¢ Hoat déhg nhu moi lién két v6i cdp-quan ly.

* Truyén dat céc van dé cho nhém.

* Gidm sat tién do cda tiéu dy an.

Bai 7: Cach thidic thi€t 1ap Ban nhiém vu dy an (Project
Charter) thé nao? :

Dap an:

Ban nhiém vy du an 1a mot tai lidu truyén dat muc dich
va cic yéu cau cla dy &4n cho nhém du 4n - trd 16i cac cau
héi “who”, “what” va “why” cua dy an.

K&t qud (deliverables) ctia dy &n c6 thé lé.mc}t san
phdm, dich vy, quéd trinh hay mot k& hoach.
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Thi du: Mot tap thi€t k&, mot hoi nghi ban hang, mot
m6 hinh sdn ph&m. moét sdn phdm tao ra trong tién trinh 14
mot két qué trung gian (interim deliverable), sdn phdm tao
ra cho khach hang la sdn phdm cudi cung (final deliverable).

Nhiém vu cda nha t6 chuc 1a thiét 1ap ban nhiém vu du
én, hodc c6 thé nha lanh dao dy 4n k&t hop véi nhém du
an thuc hién ban nay.

Né6i dung Ban nhiém vu Dy an

STT NGi dung Hoat ddng

’ Xdc dinh diéu khdch hang ky vong | Viét ban tdng quan vé
tir du 4n. pham vi du an
Xac dinh khi nao dy &n bat dduva | Xac dinh cic gi6i han vé

2 e iL . , o a o .
két thic 1 két qua cha nhom

3 Thiét 1ap cac y&u t6 quan trong dé | X4c dinh céc tigu chudn dé
théa mén khach hang clia dy 4n khéch hang chdp nhan

4 Quyét dinh ngudi cdn tham gia trong | Xac dinh céc danh gia va
qud trinh danh gi& va phé chuin phé chudn cén thigt

Xac dinh mdc do rli ro ma t6 chic

® | & chdp nhan khi thyc hin dy an | [Tt 14P CAC giéi han i ro
6 Xac dinh ngudi can tham gia va Tuyén chon L3nh Pao Du
nhém du an dé gidp thanh cong - | An va cac thanh vién nhém
7 Xac dinh ngay giao k&t qua cudi Xac dinh thoi han chét dé
cung cho khach hang 1 phén phdi két qué. cudi ciing
Gidi han s6 tién va thdi gian c6 thé | Thiét 1ap cc gi6i han vé
8 R i R s
danh cho du 4n nhan sy va chi tiéu
Xac dinh cac bao co can thigt d8 giam | Thiét Iap danh sach bao
9 - 0y P e ~ 2 z e n (e
sat va truyén dat tién do clia du an cao can thiét

10 X4c dinh cdc han ché va lam ré Xac dinh cic han chg va w
cac uu tién cla dy an tign clia 16 chiic dich vy du an
Hinh thanh ban nhiém vy va phén Ho&n thién ban nhiém vy
phét cho cac bén quan tadm Dy an

1
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Bai 8: Thiét lap Ban Pham vi Dy an (Project Scope)
thé nao?

Dap an:

P& mé ta cdc muc tieu, k€t qua, va khich hang cda du
an, cling hi€u biét rd vé pham vi du &n, ho s& ¢6 khd ning
thda man khach hang t6t hon. Bdn pham vi dy 4n gdm céc
muc chinh: '

(1) M6 t& vdn t&t muc tiéu ctia dy an.

(2) Chon mét tén goi cho du &n phan anh muc dich hay
sdn ph&m cubi cang du kién cda du an.

Thi du:

Muc dich: T8 chic mot hoi nghi dai ba ngay vao cudi
thang 12 cho cac nha lanh dao du 4n, nha t6 chic, cdc gidm
déc chic niang, cac thanh vién nhém du an, va nhin su
khac lam viéc trong du an.

Tén Dy an: Héi nghi ba ngdy vé quén tri dy an.

(3) Xéc dinh khach hang ctia dy &n:

¢ Xac dinh ngudi s& dung san phdm, dich vu cudi cing
cla du &n, day la khach hang cda du an.

(4) Xac dinh nhu cdu va doi héi cda khéch hang:

* X4c dinh van dé khach hang muén gidi quyét bang san
phdm cudi cung cta du &n (customer need)

« Kham phda khach hang dang mong doi cac dic diém cu
thé ndo- trong san phdm cudi cing, hodc dd xdc dinh cac
tieu chudn cu thé€ nao trong sdn phdm cubi cung (customer
requirement)

» Nha t6 chiic c6 thé khong bit nhu cau va doi héi cta
khach hang cy thé 1a gi, nén t§ chic c¢6 thé phan cong
- nhiém vu nay cho nhém du 4n.
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(5) Xac dinh va liét ké cdc két qui cudi cling cda dy an.

* M6t két qua cudi cling la:

- Mot sdn phdm, dich vu, qud trinh, hay k& hoach.

- Phéi théa man nhu cdu va doi héi ctia khach hang.

- Pugc cung cdp cho khach hang cida du 4n.

¢ Mot du an thudng chi c6 mot hoic hai san phdm cuéi ciing.

* Néu nhém dyf 4n s& sén xuat mot san ph&m va thiét lap
mot qua trinh d€ tao ra san phém, cac hoat dong thuc hién dé
tao ra san phim sé khac véi cac hoat dong tao ra qué trinh.

Nhu vay sdn phdm va qué trinh d€ tao ra san phédm la
hai két qud cudi cting khéc nhau.

(6) Xac dinh cdc k&€t qud can duoc tao ra cho t6 chuc

* Khong bao gdm cdc sdn phdm tao ra cho khach hang
bén ngoai. _

* Mot két qud danh cho t8 chtic 14 mot san phdm, dich
vy, qué trinh, ké hoach duoc tao ra dé dép ung mot yéu
cdu hay doi héi ctia t6 chic, khéng phdi cho nhu cdu khach
hang. Cac k&t qud nay la cdc sdn phdm phu hay sdn phdm
b6 sung cda du &n (byproducts, additional deliverables).

Thi dg: M6t bao cdo vé mét linh vuc cdng nghé mdi ma
mot nhom dung trong viéc sdn xudt k&t qua cudi cing cho
khach hang, 1a mot két qud cda t8 chic.

(7) Xéc dinh cdc muc tiéu bS sung cda t8 chie dsi véi
dy an ma khong phéi 1a két qud cudi cung,

Thi du:

- Tao ra mot khodn tiét kiem nao dé do két qud cia mot
dy an tdi cau tric (reengineering product)

- Tham nhap vao mot thi trudng hay mot cong nghé méi.

- St dung du an nhu mét co hoi d€ dao tao chéo (cross-
train) cac thanh vién nhém.
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Bai 9: Th& nao 1a chu ky séng cda dy an (Project
Life - Cycle)?

Pap an: Chu ky séng cda du 4n nhdm xac dinh cac
diém khdi ddu va két thic sy tham gia cda nhom dy én, dé
tao ra két qua cudi cung cda du an.

X4c dinh giai doan nhém du an bt dau tién hanh cong
viéc, va giai doan ma nhém sé& két thiic cong viéc.

Thudng c6 ndm giai doan trong viéc phat trién mot san
phdm, dich vu, k&€ hoach hay qué trinh, ching duogc goi la
cac giai doan chu ky so6ng (life - cycle stages). Thudng giai
doan ctda chu ky s6ng khi dy an két thic xdc dinh k&t qué
cudi cung cda du an.

* Chu ky s6ng di qua dudng bién (boundary) danh dau
su bit ddu va cham diit hoat dong tao ra két qua cda du an.
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* Viéc tao ra sdn phém, dich vu s& di chuyén qua toan
bo céc giai doan phat trién, tit khai niém (concept) dén cung
Ung sdn phdm (delivery), va két thic, gidi thé. Nhém du an
c6 thé chiu trach nhiém moét hay mot s6, hodc toan bo cac
giai doan cda chu ky s6ng cda dy an.

* Nha t8 chiic ¢6 trach nhiém tuyén b8 véi cac thanh vién
nhém khi nao sy tham gia cda nhém bat ddu va két thic.

Bai 10: Hay mo ta cac giai doan chu ky séng dv an trong
viéc tao ra san pham, dich vy, qua trinh, hay k& hoach?

Pap an: Cac giai doan chu ky s6ng Dy 4n c¢6 thé tém
lugc trong bang sau:
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T8 chiic cia ban c6 thé da thi€t 1ap riéng céc giai doan
chu ky s6ng, ban c¢6 thé st dung thay cho bdn mo ta trén.

Bai 11: Lip Bang nhiém vy Du an (Project Charter)
nhu thé nao? '

Pap an:

Ban “Charter” mo ta chi tiét cac ky vong ctia khach hang va
t8 chic vé du an. Ban nhiém vu thiét lap cac yéu ciu va gidi han
cho du 4n va hinh thanh co s§ d€ tao modt ban du an chi tiét.

B4n nhiém vu c6 boén phan:

(1) Pham vi dy an (Project Scope): M6 td pham vi du
an, nhu cAu va doi hdi cda khach hang, cac k&t qua cudi
cling va céac giai doan chu ky séng, va cac tiéu chudn chdp
thuan cda khach hang, méi két qud dat dugc cda t6 chic
v6i cac giai doan chu ky s6ng va tiéu chudn chdp thuén cta
nha t6 chuc, cdc muc tidu cda t6 chic d6i véi du an, viéc
danh gi4 va sy phé chuén can thi€t d6i véi du an.

(2) Rdi ro cia pham vi Du an (Project Risk): Ligt ké
gi6i han rdi ro cho mdi két qud cudi cing (final deliverable)
cda dy &n, va ly do cda giéi han nay, liét ké giéi han rdi ro
cho mdi két qud cla t6 chic (organization deliverable) va ly
do cho gidi han nay.

(3) Cac ngudn lyc cia Dy an (Project Resources): Xac
dinh cac gii han vé& ngudn luc (thoi han chét (deadlines), gidi
han v& ngudn nhan sy, giéi han chi phi) va cac vu tién cta du
an. Liét ké cong viéc phan b cho cac thanh vién nhém.

(4) Bao cao tinh hinh Dy an: Liét ké cdc bdo, cdo sé
duoc yeu ciu bdi gidi quan ly d€ gidm sat tinh hinh du 4n.

Pua vao cac thong tin ¢6 thé hitu ich d6i v6i cac thanh vien
nhém du an dé€ c6 thé thiét 1ap mot k&€ hoach du an hiéu qua.

Ban nhiém vu c6 thé€ can dugc chdp thudn bdi khach
hang va nhém chi dao du 4n. Khi nhém dy 4n dd hoan
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thanh badn nhiém vu, ldnh dao du 4n sé cidn kiém tra né
cing v6i nha t6 chic, va thyc hién céc didu chinh can thiét,
va nha t6 chic s& phé chudn ban nhiém vu. |

Bai 12: Ban hdy liap mét Ban nhiém vy Dy an
(Project Charter)? '
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B4o cao tinh hinh Dy an (Project Status Report)

Bai 13: N6i dung k& hoach Dy 4n gdém nhitng gi?

Dap an:

Nhém du &n sé viét bdn k& hoach du 4n va dudc nha 6
chic phé chudn, mé t& diéu ma nhém du kién tao ra (két
qua trung gian va k&t qua cu6i cting) va cac ngudn luc can
thigt d€ tao ra két qud - thi€t lap mot bang k& hoach du an
tot sé tao thuan 1gi cho nhém trién khai thanh céng du an.
Bén k& hoach dy dn gdm céac phan chinh sau:

(1) Xac dinh pham vi Dy an:

» Khach hang la ai

* K&t qua cudi ciing dem lai cho khach hang.

e Céc tieu chudn khach hang ding dé danh gia su thoéa
mén cda ho d6i vdi cac két qua.

* Xac dinh cac qué trinh thudc pham vi du 4n: mdt qua
trinh 12 mot tdp cdc budc hay céc hoat dong cho phép mot
ngudi hay mdt nhém tao ra cing k€t qua (outcome) véi céc



Bai Tép — Bai Gidi Qudn Tri Dy An Hién Pgi 83

bién dong nhé, moéi khi lap lai qua trinh d6. Pham vi du an
la mot syt m6 td céc két qua trung gian va cudi cing nao sé
dugc tao ra. Ra soét lai cac k&t quad nay dé€ xac dinh cac qua
trinh sé€ tao ra cdc k&t qua nay.

Thi du: Cac qua trinh trong Dy 4n Hoi nghi Ba ngay:

+ Quad trinh hop dong va sip x&p vi tri hoi nghi.

+ Quad trinh tiép thi. '

+ Quaé trinh thiét k& d6 thi va in an.

+ Qua trinh ddng ky nguoi tham du.

+ Quaé trinh phat trién chuong trinh.

* Xdc dinh céc qud trinh s& dnh hudng déng k&€ dén du
an hodc sé dnh hudng dang k&€ bdi du an.

Thi du: Qua trinh thanh todn chi phi hdi nghi.

* X4c dinh cdc dy 4n sé dnh hudng déng ké dén nhém
du 4n hodc sé dnh hudng dang k€ bdi nhém du 4n.

Thi du: Dy 4n bi dnh hudng bédi hoi nghi ba ngay nay:

Dy 4n nhéan thanh vién nhém méi.

(2) Hoan thanh Danh sach cac Panh gia va phé chuan

Qua dé nhém du 4n c¢6 thé phat hién, cdn b8 sung thém
ngudi tf nhém di 4n hay tir t6 chifc vao qua trinh danh gid
va phé chudn, nhd d6 nhém c6 thé dua cac hoat dong nay
vao trong lich bi€u du 4n, va do vy ddm bdo ring ching
dugc phdi két va hoan thanh ding thoi han.

(3) Danh gia cac rdi ro lién quan véi pham vi dy an:

Rui ro dy an lién quan vdi khd ning t6 chuc, trong viéc
tao ra cac k&t qua pha hgp tiéu chudn chdp nhan cda khach
hang, do cdc trd ngai trong viéc tim ding ngudi ¢6 nang luc
va k§ nang can thiét, khi ning ti€p can dugc bi quyét cong
nghé can thi€t d€ tao ra két qud du &n, chua k€ cac gi6i han
ve thdi gian va ngan sach.
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Can thong bao cho nha t§ chifc va khach hang vé miic
do rdi ro lién quan véi pham vi du 4n, va cdc bién phap
ng phé ma nhém dy 4n da thiét lap d€ gidm mdc do rdi
ro xuéng muc c6 thé chdp nhan déi véi t6 chuc.

Dung thang do rdi ro (Rating Scale) da trinh bay & trén.

(4) Hoan thanh danh sach cac Bao cao Tinh hinh Dy
an theo yéu cau:

* Gidm sdt tinh hinh tao ra k€t quéd trung gian va
cudi cung.

e M6 t& cach thic st dung ngudn lyc cda dy 4n trong
hién tai (con ngudi, thoi gian, tién bac, thiét bj)

- Tén ban bao cdo/ndi dung bao cdo

- Ngudi chiu trach nhiém bédo céo

- Ngay yéu cdu bao cdo |

- Ngudi nhan béo céo

(5) Xem lai danh sach thanh vién nhém:

Pam bdo ding ngudi véi dung k§ ndng va nang luc vao
trong nhém, va dai dién cho 1gi ich cta céc bén quan tam,
qua d6 c6 thé ra soat va diéu chinh thanh vién nhém.

(6) Thi€t 1ap mét lich bi€u du an (Project Schedule)

Muc dich d€ cung cdp cho céc thanh vién nhém mot
phuong tién dé€ phéi két cac hoat dong ctia ho, d€ c6 thé
dap tng thoi han chét (deadlines). Khi mét hoat dong trong
lich bi€u dugc hoan tat, thong tin nay c6 th€ dugc nhap vao
mot chuong trinh phadn mém quén tri dy an, s& cung cap
cho nhém mot cach thitc d€ cap nhat va giam sat lich bi€u
khi dy an tién hanh.

Bén dé Gantt (Gantt Chart) th€ hién so bo lich bi€u
dy 4n, va hitu ich d6i v6i cd nhém du dn va ngudi bén
ngoai nhém.
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(7) Uéc tinh nguén nhan luc cin thiét:

Can udc tinh thoi gian cin thiét d€ hoan thanh dy 4n lam
cd s& phan b8 ngudn luc, hodc mudn biét sy tham gia du 4n
¢ can tré céc du an khac hoic céc cdng viec khac hay
khong, s& can thyc hién dy bédo vé nhan luc cdn cho du 4n.
Du bédo vé nhéan luc cdn thuc hién hang ngay, tudn, hang
thang trong thdi gian cta du an. D€ xem xét su khong chinh
- X&c vé cac s6 du bao, tiy su danh gia vé do tin cay cda céc
du béo, c6 thé + tit 10% dén +50% so vdi gid tri du bao.

(8) Thiét lap ngan sach dy an: '

Nhom duy 4n cidn uc tinh chi phi s& dugc phan b8 cho
dy &n la bao nhiéu va thdoi gian chi tién, tiy sy danh gia vé
do tin cay cda cic s6 du bdo, c6 thé + tiv 10% dén +50%
vao gia tri du bao. |

- S6 tién t6 chitc phai phar b8 cho dy 4n gbém chi phi
noi bo (internal) va chi phi bén ngoai (external).

- Chi phi ndi bd khi tién dugc chi bén trong t8 chuic,
gom chi phi nhan vién, chi phi dung cu, gidy to, tai lieu,
thiét bi...

- Chi phi bén ngoai 1a chi phi mua ti c4c nha cung c4p
bén ngoai, nhu lao dong hop déng vat lidu mua ngoai, tién
di lai, tién thué hay mua thi€t bi, thudng th€ hién qua don
dat hang, khodn chi phi... _

(9) Téng hgp ké& hoach Dy an:

Khi nhém du 4n d4 hoan t4t c4c hoat dong dé thiét lap
mot k&€ hoach cho du 4n, s& t6ng hop k& hoach d€ trinh
phé duyét.

Bén k& hoach mé t& cac cdng viéc nhém sé lam khi bat
dau trién khai dy an, k& hoach s& bao gdm bédo céo tém tit
(executive summary) va moi tai liéu, bdng bi€u, danh sach
tao ra trong qud trinh 1ap k& hoach.
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K& hoach nay s& dugc xem xét bdi nha 8 chiic va khach
hang, dudc phé duyét va phan phat cho mét bén quan tdm
cta du an.

Baij 14: K& hoach du 4n gém cic muc nao?

Dap an:

(1) B&dn nhiém vu ban dau (Charter)

(2) Cac quy tic lam viéc nhém

(3) Pham vi du &n (Project Scope)

(4) Cac danh gia va phé chuén can thiét

(5) Rdi ro pham vi du an (Project Scope Risk)

(6) Cac bao cdo can thiét _

(7) Thanh vién nhém thich hop

(8) Céc lich biu (Schedules)

 (9) Uéc luong va Dy bdo nhan sy (néu cé.h)

(10) Uéc lugng va Dy bao ngéan sach (néu can)

(11) Binh kem céc béng, bi€u, do thi, so dé.

Bai 15: Bin Bio cdo Tém lugc K& hoach dy an danh
cho lanh dao ¢6 ndi dung gi?

Dap an:
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LAP LICH BIEU GIAM SAT
VA KIEM SOAT DU AN

I. LAP LICH BIEU

Lap lich bi€u cho dy an lién quan dén viéc lap trinh ty va
phan b8 thai gian cho tat ca cac hoat dong trong du an. O giai
doan nay, cac nha quéh 1§ quyét dinh mdi hoat dong s& kéo dai
bao lay, tinh toan s6 nhin sy va nguyén vat litu can thiét tai
mdi giai doan sdn xudt. Cac nha quéan ly ciing can lap nhing
bi€u do6 vé céc lich biéu cho nhu cdu nhan sy theo loai k§ niang
(vi du nhu quén 1y, k¥ su, hodc tron bé tong). Cac bi€u dd cling
c6 thé dugce phat trién dé lap lich biéu nguyén vat liu.

Mot phuong phép lap lich bi€u phé bién cho du 4n 1a so
dé Gantt. S¢ d6 Gantt 1a mdt phuong tién it t6n kém dé
gitip cho cac nha quén ly ddm bdo rang:

Lap ble dy an A 1Y/ v
8 v
O~ 0
Hoat dong theo trinh ty Phén ¢bng nhén sy
—— Juni
2 | swiwTrs| . &
e R S R PR SRS O
211 ™
K&t qua theo lich biéu  Ngudn lfc theo lich bidu

(1) T4t c& cac hoat déng déu dugc hoach dinh
(2) Tinh dén thit ty thuc hién ching
(3) Ghi chép nhitng u6c luong thdi gian cho cac hoat dong

(4) Thiét 1ap thoi gian t8ng thé ctia dy an. Hinh 1 cho
thdy so dé Gantt thi d& hi€u. Nhiing thanh ngang thé hién
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cho méi hoat dong cda du 4n theo dong thdi gian. Minh hoa
cho hoat dong dich vu hing ngay cda mot hang may bay
phdn lyc trong suSt 60 phit chy dgi, cho thay cling c6 thé
st dung so d6 Gantt d€ lap lich biéu cho nhitng hoat dong

lap di lap lai.

Trong trudng hop nay, so dé gitip xéc dinh nhiing cham

tré tiém tang.

Hinh 1:
‘ROi may bay
Hanh khach
Nhé@n hanh ly
Hanh Iy Bdc dd khoang hang hoa
Bom nhién ligu EEE——

Nhién liéu

Ti€p nudc cho dong co

Hang hoa va thu tiy

Bdc do khoang chira

Clia cabin chinh

Clia cabin cudi tau

Don dep phong .
vé sinh

Phia dudi, trung tam,
phia trugc '

Nudc udng

X&p lén

Lam sach cahin

Khoang hang nhit

Khoang thang thung

Hang héa va Bdc dd khoang hanh Iy,
thy tir kién hang
Kiém tra b&p/cabin E———
Dich vy bay :
Nh&n hanh khich —
Phi dgi van hanh | Kiém tra may bay
Hanh Iy X&p len E———
mﬁnh khach Lén mdy bay —
15 30 45 60

Thdi gian, phiit
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- O nhing dy 4n don gidn, nhiing bifu déd lich biéu nhu

vay nay cé th€ dugc su dung riéng 1&. Ching cho phép
céc nha quén tri quan sdt tién trién cda mdi hoat dong va
dé xdc dinh va gidi quyét nhing khu vy ¢6 van dé. Mic
da vay, so d6 Gantt khong thé minh hoa mot cdch thda
dang cdc tuong quan qua lai gita cdc hoat dong va cac
nguodn luc.

PERT va CPM - hai k§ thuat mang dugc si dung rong |
rdi s& duoc thdo ludn ngdn gon - c6 khd nidng xem xét cac
quan hé truéc sau va quan h¢ qua lai cda cac hoat dong.
Vé6i nhitng du an phuc tap, viéc lap lich bidu ludn duoc
thuc hién trén may tinh, do d6, PERT va CPM vi vay hién
dai hon so dd Gantt. Du th€, ngay cd trong nhiing du an
16n, sd dd Gantt vin c6 thé duge sit dung nhu nhiing ban
t6m lugc tinh hinh cda dy 4n, va c6 thé b sung cho nhing
phuong phap mang khac.

Tém lai, du gidm d6c du &n st dung phu’o’ng phap nao,
viéc lap lich bi€u cho du dn phuc vu nhiing muc dich sau:

1. Thé hién quan hé gitta mot hoat dong v6i cac hoat
dong khéc va véi t6ng thé du an.

2. Xac dinh cac quan hé trudc sau gitfa cac hoat dong.

3. Giup xac dmh duoc nhiing udc lugng thuc t&€ vé thai
gian va chi phi cho mbi hoat dong.

4. Gidp sd dung nguén lyc con ngudi, tién bac va
nguyén vat liéu t6t hon, bidng viéc xdc dinh

nhiing di€ém tdc nghén (Bottlenecks) chd y&u
trong du 4n.
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IL. KIEM SOAT DU AN

Tuong tur viee ki€m soat bt ky he théng quén tri nao, kiém
soat cac du 4n 16n lién quan dén viéc gidm sat chat ché cac
nguon luc, chi phi, chat luong va ngan sach. Kiém soat cling c6
nghia 12 sit dung vong lip phan hdi d€ didu chinh k& hoach du
an, va cé khé ning chuyén cac ngudn luc dén noi cdn nhat.
Ngay nay, céc bi€u dd va cac béo cao PERT/CPM vi tinh héa
st dung rong rai trén cac may tinh ca4 nhan. Mot s6 chuong
trinh phS bién hon 13 Primavera (cta cobng ty Primavera
Systems), MacProject (ctia cong ty Apple Computer), Pertmaster
(cia Westminter “Software), VisiSchedule (c6ng ty Paladin
Software), Time Line (Cong ty Symantec), va MS Project (cta
Microsoft) — s& duge minh hoa trong chuong nay.

Nhiing chuong trinh nay tao ra r&t nhiéu dang bdo cao,
bao gbém: .

(1) Phén chia chi phi chi tiét cho tung nhiém vu

(2) Toan bo cac dudng cong lao dong cda du an

(3) Cac bang phan phéi chi phi

(4) Téng két thai gian va chi phi b6 phan

(5) Du bao nguyeén vit lieu va chi phi

~(6) Cac béo co vé bign dong |
(7) Cac bao cao phén tich thdi gian

(8) Bdo c4o tién trinh cdng viéc.

Ki€m sodt dy an

7/
Biu chinh l
va thay ddi k& hoac

2 A /
25 XGidm sat ngudn lyc, -~ B [V
chi phi, chét lugng — G

P
Di chuyéa ngudn luc
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III. CAC K¥ THUAT QUAN TRI DU AN: PERT
VA CPM | |

K§ thuat Panh gia va Kiém tra Chuong trinh (PERT -
- PROGRAM EVALUATION AND REVIEW TECHNIQUE)
va phuong phap duong téi han (CPM - CRITICAL PATH
METHOD) déu dugc phat trién tif nhiing nam 1950 d€ gitp
cac nha quén tri lap lich bi€u, gidm sat, va ki€m soat nhiing
dy 4n 16n va phic tap. CPM c6 trudc, vao nam 1957, 1a mot
cong cu phét trién bdi J.E.Kelly cia Remington Rand va
M.R. Walker ctia duPont dé€ hd trg trong viéc xay dung va
bdo quan cac nha may héa chat tai duPont. PERT di duodc
phét trién vao nam 1958 bdi Booz, Allen va Hamilton cho
Hai quan Hoa Ky. '
1. M6 hinh cida PERT va CPM
' PERT va CPM déu theo sdu budc co ban sau:
1. Xac dinh du 4n. va chudn bi cdu tridc phén nhd
cong viéc.
2. Phat trién cdc quan he gitta cdc hoat dong. Quyét
dinh hoat dong nao di tru6c va hoat dong nao phai
di sau nhiing hoat dong khac.
3. V& mang lu6i nSi két t&t cd cdc hoat dong.
4. Phan b8 u6c tinh thoi gian va/hodc chi phi cho ting
hoat dong.
5. Tinh toan dudng thoi gian dai nhat ngang qua mang -
Jugi. Pudong nay la dudng téi han hay dudng gang
 (critical path) |
6. St dung mang dé gitp hoach dinh, lap lich biéuy,
giam sat va kiém sodt dy &n.
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Budc 5: tim dudng t6i han, 1a mét phan quan trong trong
ki€m soat du 4n. Nhiing hoat dong trén duong t6i han thé
hién nhiing nhi¢m vy sé& lam cham tr& toan bo du 4n, néu
chung khéng dugc hoan thanh ding lic. Cac nha quan tri
can ¢6 sy linh dong cin thiét dé€ hoan thanh nhitng nhiém
vy thi€t y&€u (t6i han), bing cich xdc dinh nhiing hoat dong
khong thiét y&€u va hoach dinh lai, lap lich biéu lai, phan b
lai ngudn lyc lao dong va tai.chinh.

Médc du PERT va CPM khic nhau muc dé nao d6
trong thudt ngd st dung va trong viéc thi€t lap so dé
mang, cdc muc tiéu cda ching la nhu nhau. Hon nta, ci
hai phén tich st dung ky thuat rdt tuong tu. Khac biét
chinh la PERT st dung ba véc lugng thdi gian cho méi
hoat dong. Nhing udc lugng thsi gian nay dugce s dung
d€ tinh todn nhing gid tri ky vong va dé léch chudn cho
cdc hoat dong. CPM gid dinh d4 bi€t thoi gian cia hoat
déng va do dé chi yéu cdu mét nhan t6 thdi gian cho
mbi hoat dong.

V6i muc dich minh hoa, phan con lai trong chuong
nay sé tap trung thdo ludn vé PERT. Tuy nhién, hdu hét
cdc nhdn dinh va thd tuc mé t cling ¢6 thé duoc ap
dung cho CPM.

PERT va CPM quan trong vi ching gitp trd 15i cac cau
héi dudi day trong nhiing du 4n véi hang ngan hoat dong:

1. Khi nao thi toan bd du 4n sé hoan thanh?

2. Nhiing hoat déng hay nhiém vu nao 1a t6i han (thiét
yéu) trong du én - nghia 13, nhiing hoat dong nao s&
lam trl hoén toan b6 duy 4n néu chiing bi tré? ‘

3. Nhiing hoat dong nao la khong t6i han - nhitng hoat
dong c6 thé trf ma khong lam tri hoan viéc hoan
thanh toan bd dy &n?
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" 4. X4c suét dy 4n s& dugc hoan thanh vao mot ngay cu
thé 1a bao nhiéu?

5. Tai bat ky mot ngay cu thé nao, dy an dang dung
theo lich trinh, chdm hon lich trinh, hay di trudc
lich trinh?

6. Vao mot ngay nao do, lugng tién chi tiéu thi bang, it
hon, hay nhiéu hon s6 du toan?

7. C6 dd ngudn lyc d€ hoan thanh du an ddng thoi gian
hay khéng?

8. N&u mudn két thic dy &n trong moét thdi gian ngdn
hon thi cach thic nao t6t nhit dé hoan thanh muc
tiéu nay vdi chi phi it nhat?

2. Phuong phap So d6 Mang

BuGc dau tién trong so d6 mang PERT va CPM la chia
toan bd du &n thanh nhing hoat dong cé y nghia pht hgp
v6i cdu tric phan nhd céng viée. C6 hai cdch d€ vé so dob
mang du an: hoat dong trén nat (AON - activity on node)
va hoat dong trén miii tén (AOA - activity on arrow). Theo
quy u6c AON, céc nit thé hién cac hoat dong. Theo AOA,
mili tén tugng trung cac hoat déng. Cac hoat dong sit dung
thoi gian va ngudn luc. Khéc biét co bdn ctia AON va AOA
1a c4dc nut trong bi€u dé AON tugng trung cho céc hoat
dong. Trong mang AOA, cdc nut tugng trung céc thdi di€ém
bdt ddu va két thic mdt hoat dong va con dudc goi la cac
sy kién (events). Vi thé céc nit trong AOA khong st dung
thdi gian hay ngudn luc nao ca.
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Hinh 2: So sanh gita mang AON va AOA

Hoat ddng trén nit Y nghia . -
" t dang theo mii 1
(AON) hoat dong Hoat ddng theo miii tén
(a) . A truc B, O”’O_’O_’Q
' B truéc C A 8 ¢

(b)

A va B phai dugc
hoan thanh truge khi
C c6 thé bit diu

37
!

B va C khdng thé bit
dau cho dén khi A da
hodn thanh

OO

—
(=3
~

N

C va D khdng thé bit

dau cho dén khi ca A
va B da dugc hoan

| thanh

°ﬁ>§
cjo

C khong thé bit diu

cho dén khi A va B
da hoan -thanh; D
khong thé bit dau
cho d&n khi B hoan
thanh. Hoat dong &o
(Dummy activity)
dugc dua vao AOA.

A

&
O

Hoat dong ao

O

O
O O

—
—n
~=

B va C khong thé bét
dau cho dén khi A da

-| hoan thanh. D khong

thé bat ddu cho dén ca
B va C da hoan thanh.
Hoat dong 40 mot lan
nija dugc dua vao AQA.

A B D

/
AY
Hoat 6ong 30 'y E c
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Hinh 2 minh hoa hai quy u6c AON va AOA trong so dé
Gantt. Cac vi du cung cdp mot s6 nén tdng d€ hi€u sdu méi
quan hé phd bién cda cac hoat dong trong mang. Trong
Hinh 2(a), hoat déng A phdi dugc hoan thanh trudc khi hoat
dong B bit dau, B phdi hoan thanh truéc khi C bit diu.
Hoat dong A c6 thé tugng trung cho “hanh khach rdi may
bay”, con B la “lam sach cabin” va C 1a “hanh khach méi
lén may bay”.

Hinh 2(e) va 2(f) minh hoa phuong phdp AOA d6i khi
cdn bd sung mot hoat déng do (dummy activity) dé lam
16 cdc quan hé. Mot hoat dong do khong sd dung thoi
gian va ngudn luc nao cd, nhung lai cidn c6 khi mot mang
ludi c¢6 hai hoat dong c6 nhing sy kién bat dau va két
thic gié’ng nhau, hodc khi hai hay nhiéu hoat dong theo
sau mot s6 hoat dong “di trudc” (preceding). Viéc si
" dung hoat dong 4o cling quan trong khi phdn mém may
tinh dugc dung d€ xdc dinh thdi gian hoan thanh dy 4n.
Mot hoat déng do c6 thoi gian hoan thanh (completion
time) 1a 0. '

Tuy cd hai phuong phdp AON va AOA déu phd bién -
trong thuc: t&€, nhiéu géi phdn mém qudn ly duy dn,
trong d6 ¢6 cd phdn mém Microsoft Project, s¢ dung
phuong phdp mang AON. Vily do nay, ching téi sé chi
tdp trung vao mang AON trong nhing thdo ludn vé sau
ctda chuong. | 4 ‘
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Bai toan 1: .

Hoat dong trén nit




98 Bai Tap — Bai Gidi Qudn Tri Dy An Hién Dgi

Chd y ring trong Bai tdp nay, chi cdn liét ké céc

cong tdc di lién trude cho mbi hoat dong la dd. Vi du,
trong Bidng 1, vi hoat ddng A di trude hoat déng C, va
hoat dong C di trudc hoat dong E, cho nén ham y hoat
dong A cling di trudc hoat dong E. Quan hé nay khéng
cdn dugc th€ hién tudng minh trong cdc quan hé cida
hoat dong di trudc. '
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Khi c6 nhiéu hoat dong trong mét dy an véi cdc quan
hé di trudc tuong dsi phuc tap, s& khé hi€u dugc tinh
phtc tap cia du 4n né€u chi diing nhiing théng tin trong
Bing. Trong trudng hgp nhu thé, viéc thé hién dang biu
d6 cho dy 4n - st dung so d6 mang dy 4n — sé tién lgi va
hitu ich. So d6 mang du 4n la bi€u d5 cda tat ci cac hoat
ddng va cdc quan hé di truéc hign dién gita nhitng hoat
dong nay trong moét du 4n. Bay gid chiing ta s& minh hoa
cach thi€t 1ap mét so d6 mang du 4n cho cong ty sin xudt
gidy Quality Paper.

Bai toan 2:
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Céc miii t&n thé hién cdc quan hé di trudc

Cén c6 thoi gian va kinh nghiém dé vé mot so dé
mang dy dn. Lan dau khi ching ta vé so d6 mang du 4n,
ching ta cé thé thudng dit nhing nit (hoat déng) & frong
so d6 mang theo cach thitc 1am cho cdc dudng miii tén (céc
quan hé di trudc) khong 1a cac dudng truc ti€p. Nghia 13,
cdc dudng c6 thé cit ngang nhau, hodc theo cic huén
nguogc nhau. - '

Vi du, néu ching ta chuyén déi vi tri cdc nidt cda hoat
dong E va F trong Hinh 5, thi cidc duong ti F dén Hva tor E
dén G s& cdt nhau. Midc du mét sd dé mang nhu thé hoan
toan c6 gid tri thuc hanh, t6t hon nén c6 mot so dé mang
duge vé dang. Mot nguyén tac khuyén khich 1a dit cac niit
theo cdch sao cho tit cd cdc dudng mdi tén déu chi theo
cling mot huéng. D& lam duge didu nay diu tién ban veé
tru6c mot ban nhép so d6 mang, ddm bdo thé hién ca cac
quan hé. Sau d6 ban c6 thé v& lai so d6 mang nay dé c6
nhiing thay déi phti hop trong vi tri cda céc nit.
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Véi mot nat bat dau duy nhat, sé thuan tién néu hoan
tdt mot du 4n v6i ciing chi mét ntt k&t thac duy nhit.
Trong vi du vé cong ty Quality Paper, hoat dong duy nh4t
H la hoat dong cudi cung trong du 4n. Do d6, ching ta c6
thé tu dong c6 mot nit két thic duy nhat.

Trong nhiing tinh huéng moét du 4n c¢6 nhiéu hoat dong
k&t 'thic, ching ta s& dua vao mot hoat déng két thic “30”.
Hoat dong 4o nay nhan tit cd nhing hoat dong két thiic
trong du an lam hoat dong di lién truSc (immediate
predecessors). |

Bai toan 3: Hoat dong trén mii tén (Activity — on - Arrow)

O trén chiing ta da thdy ring trong so dé mang du 4n
AOA, c6 thé tugng trung cac hoat déong bing cdc mdi tén.
Mot nit tugng trung cho moét sy kién (event), danh dau
thoi gian bdt ddu hodc thoi gian hoan tdt cda mot hoat
dong. Cht’mg ta thudng xac dihh mot sy kién (modt nut)
bing mét con s6. '
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Ki€m tra/Thir nghiém

(B bé tong/
tép dat khung)

IV. XAC PINH LICH BIEU CUA DU AN
(PROJECT SCHEDULE)

1. Cac thoi gian cua hoat dong

Hay xem lai Hinh 5 (trong Bai Toan 2) vé sd d6 mang
dy 4n AON hoan t4t cho cong ty Quality Paper. Mot khi so
dd mang du an nay da dugc vé dé thé hién t4t cad cac hoat
dong va cdc quan hé di trudc, bude ti€p theo la xdc dinh
lich biéu dy an. Nghia 13, ching ta cin dinh r6 thdi gian bt
dau va két thuc hoach dinh cho mdi hoat dong.
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Gid dinh rdng co6ng ty Quality Paper u6c tinh thoi gian
can thi€t cho mdi hoat déng theo tudn nhu duoc thé€ hién
trong Béng 2. Bdng dé cho thdy téng thdi gian cho tdm
hoat déng cda c6ng ty 1a 25 tudn. Tuy nhién, vi mét s6
hoat déng c6 th€ dién ra cling mét ldc, ré rang téng thoi
gian hoan thanh du 4n c6 th€ sé it hon 25 tudn. D€ biét
duge du an sé kéo dai bao ldu, ching ta sé thuyc hién
phéan tich dudng t6i han (Critical Path Analysis) cho so
dé mang.

Bing 2: Uéc lugng thdi gian cho cdng ty san xudt gidy
Quality Paper '

HOAT BONG | - MO TA | THGI GIAN (TUAN)
A Xay dung cac bd phan bén trong 2 I'
B Sifa trdn va san 3
C | Xay dung cdt thu knd 2
D D6 bé tong va 1dp dit khung 4
E Lap dit dén nhiét do cao 4
F Lap dat hé thdng kiém so4t & nhigm 3
] [ Lap dat thist bi x 1y 6 nhigm -

khéng khi
H Kiém tra va thii nghigm : 2
Téng thoi gian (tudn) | -25

Nhu da dé& cap & phdn trudc, dudng t6i han (Critical
Path) 1a dudng théi gian dai nhit (Longest Time Path)
trong so d6 mang. D€ tim dudng t6i han, ching ta tinh todn
hai di€m thoi gian bit ddu va k&t thiic cho méi hoat déng.
Ching dugc dinh nghia nhu sau:
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Thoi gian biat ddu sém nhat (ES - Earliest Start) =
Thdi gian s6m rihdt ma mét hoat dong 6 thé bit ddu, véi
gid dinh ring t4t cd cdc hoat dong di truéc déu da duoc
hoan t4t.

Thoi gian két thic sém nhat (EF - Earliest Finish) =
Thoi gian s6m nhat tai 46 mot hoat déng c6 thé hoan tat.

Théi gian bat ddu tré nhit (LS - Latest Start) = Thoi
gian tré nhat ma mot hoat dong c6 thé b4t ddu, ma khong
lam chém tré thoi gian hoan thanh cta toan bo dy an.

Thoi gian két thic tré nhat (LF - Latest Finish) = Thoi
gian tré nhat ma mot hoat dong phdi k&t thic, ma khoéng
lam cham tré thoi gian hoan thanh cda toan bd duy an.

Ching ta s dung qud trinh chuyén hai chiéu (two -
pass process) gém Forward pass va Backward pass, dé xéac
dinh lich bi€u thoi gian cho m3i hoat dong.

Thoi gian bat dau va thdi gian k&t thic sém (ES va EF)
dugc xéc dinh trong viéc xdc dinh moi thoi gian hoan thanh
sdm nhat (theo Forward pass).

Thoi gian bt ddu va thoi gian ket thic trd (LS va LF)
dugc xac dinh trong viéc xac dinh moi thdi gian hoan thanh
tré nha't (theo Backward pass).

Nhim thé hién r6 lich bi€u hoat dong trén so dé mang
- du an, ching ta sd dung cach ghi trong Hinh 7. ES cda mot
hoat dong dugc thé hién & géc trai phia trén ctia nit xdc
dinh hoat dong. EF dugc th€ hién & géc phdi phia trén. Céc
thoi gian tré nh4t, LS va LF, dugc thé hién lin luot & goc
trai va phai bén dudi. ‘
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Hinh 7: Cach théc ghi sd@ dung trong cac Nat cho
Forward Pass va Backward Pass '

T&n hoic biéu tugng
. ¢clia hoat ddng
]

Thoi gian k&t

Théi gian bat _ . ,
-~ thic sém nhét

dau sém nhat

>~ _ Thoi gian két

Thoi gian bit.” & nhaf
Gi gian ba thic tré nhat

ddu tré nhat
|

Thdi gian clia hoat dong
2. Quy tc tinh thdi gian theo Forward Pass

. Quy tic thoi gian bit ddu sém nhdt: Trudc khi mot
hoat déng c6 thé bit ddu, tat ca cic hoat dong di trudc deéu
phai dugc két thic.

e Né&u moét hoat dong.chi ¢6 mot hoat dong di lién
trudc duy nhat, thi ES ctia n6 biang v6i EF cda hoat
dong di trudc.

e N&u mdt hoat dong c6 nhidu hoat dong di lién truéc,
thi ES cla né la gia tri 16n nha't cta tat cd céc gia tri
EF clia cac hoat dong di trudc. Nghia la

ES = Max {EF ctia t4t ca cac hoat dong di lién truéc}

 Quy tic thoi gian k&t thic sém nhat: Thoi gian k&t thiic
s6m nhat (EF) cda mot hoat dong la téng ctia thoi gian bat
diu sém nh4t cda hoat dong dé (ES), va thoi gian cta hoat
dong. Nghia la: '
EF = ES + Thdi gian hoat dong
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Bai toan 4: Tinh thdi gian b4t diu va k&t thiic sém nh&t

EF clia A = ES ES'cla C = EF
cla A +2 clia A
EScha A ; !

\

Tén
hoat déng

i
i
]
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Bay gid dén hoat dong D. C4 hoat dong A va B déu la
hoat dong lién trudc cia D. Hoat dong A c6 EF’1a 2, hoat
‘dong B ¢6 EF la 3. Su dung quy tic thoi gian bdt dau sém
nhat, tinh ES cda hoat déng D nhu sau:

ES ctia D = Max (EF ctia A, EF cda B) = Max (2,3) =3
EF ctia D bing 7 (= 3 + 4).

T1ep dén, ca hai hoat dong E va F ¢6 hoat dong C la hoat
dong lién truéc duy nhét. Do d6, ES cho cd EvaFbang 4 =
(EF cta C). EFcuaEla8(—4+4),vaEFcuaFla7( 4 + 3).

Hoat dong G c6 hai hoat dong di trudc 1a D va E. Sa
dung quy tic thoi gian bdt dau sém nhat, ES ctia né'sé 1a
Max (EF ctia D, EF cta E). Vi thé, ES cia hoat dong G bang
8 = Max (7, 8), va EF cda n6 1a 13 (= 8 + 5).

Cu6i cung, ta tinh hoat dong H. Vi né cling c6 hai hoat
dong di trude 1a F va G, ES cda H 1a max ctia cac gia tri EF
clia hai hoat déng nay. Nghia 1a, ES cia H bing 13 (= Max
cia 13 va'7). Diéu nay din dén EF ctia H 1a 15 (= 13 + 2).

Vi H 14 hoat dong cudi cing trong du an, diéu nay ham
¥ rdng thoi g1an sém nhdt ma toan bo dy &n c6 thé dugc
hoan t4t 1a 15 tuan.

Chiing ta can nhat quan khi viét tat cd cdc thoi gian
sém nhat va tré nhat. Vi dy, néu ching ta xdc dinh gia tri
ES ctda hoat dong. i 1a tudn 4, ham y 1a d4du tuan 4 hay
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cudi tudn 4? Chd y ring néu gid tri dé cap la ddu tuan 4,
dleu nay c¢6 nghia la c¢6 cd tudn 4 d€ thuc hién hoat déng

i. Trong thdo luén cda chung ta, tdt cd céc gia tri thoi
glan s6m nhdt va tré nh4t déu tuong Ung véi cudi ky.
Nghia la, néu ching ta quy dinh ES cda hoat dong i la
tudn 4, ¢6 nghia 1a hoat déng i chi dugc bit ddu tién
hanh vao dau tuln 5.

Méc da phuong phap forward pass cho phép chung ta
Xdc dinh dugc thoi gian hoan thanh dy an sém nhat, né
khong gitip xéc dinh dugc dudng t6i han. D& xac dlnh
dudng nay, ching ta cin tién hanh backward pass d€ xac
dinh cac gié tri LS va LF cho tat ci cac hoat dong.

3. Quy tic tinh thdi gian theo Backward Pass

Néu Forward Pass bat ddu v6i hoat dong dau tién trong
du &n, thi Backward Pass bt diu tit hoat dong cuéi cung
trong dy an. Vi mdi hoat dong, ddu tién ching ta x4c dinh
gid tri LF, sau d6 1a dén gia tri LS cda né. Hai quy tic sau -
dugc st dung trong qua trinh nay:

Quy tic thoi gian két thic trd nhat Quy tic nay mot
lan ntta dua trén sy kién la trude khi moét hoat dong c6 thé
bit dau, t4t ci c4c hoat dong di lién trudc cda né phai dugc
hoan tat.

e Néu mot hoat dong di.lién trudc mot hoat dong duy
nhdt, gid tri LF cda né sé bing gia tri LS cda hoat
dong di ngay sau né.

e Né&u mot hoat déng di lién trudc hai hay nhiéu hoat
dong, gid tri LF ca né s& la gia tri nhd nhat
(minimum) ca moi gid tri LS cla tit cd cac hoat
dong di ngay sau né. Nghia la:

LF = Min (LS ctia t4t cd cac hoat dong di ngay sau)
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Quy tic thdi gian bit diu tré nhdt Thoi gian bt dau
tr® nhat (LS) cda mot hoat dong 1a hiéu s6 gitta thdi gian
hoan tit tr& nhat (LF) va thdi gian cda hoat déng do.
Nghia la:

LS = LF — Thdi gian cia hoat dong
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LF = gid tri nhd -

nhat (LS cla E, LS

“clia F) gid tri nh6
hat (4, 10) =

“LF=qi4 trj nhd <
nhit (2,4)=2

clia dy 4n:

Thai gian clia hoat dong

4. Tlnh toan Thoi gian Dy trit (Slack Time) va xac dinh
(cac) Pudng TGi han (Critical Path(s))

Sau khi d& tinh cdc thai gian s6m nh4t va tr& nhat cho
tdt cd cdc hoat dong, sé don glan dé tim Thoi gian Dy trit
hay théi gian nhan r6i cia mdi hoat dong. Thoi gian dy tr@
la d¢ dai thoi gian ma mot hoat dong c6 thé tri hodn ma
khong lam cham tré toan bo dy 4n. Tinh théo todn hoc,

Thai gian du trit = LS - ES hosc |

Thoi gian du tri = LF - EF
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B

Cac hoat dong vé6i thoi gian du trit bing 0 dugc goi la
cac hoat déng t6i han (critical activities) va dugc néi 1a
thude dudng téi han. Dudng t6i han 1a mot dudong lién tuc
di ngang qua mang du 4n ma:

e Bédt dau tai hoat déng dau tién trong du 4n (Hoat
dong Start trong Bai tap) '

o K&t thic tai hoat dong cudi cung trong du 4n (Hoat
dong H trong Bai tap); va

e Chi bao gém nhing hoat dong then chét (d6 1a cac
hoat dong c6 thoi gian du tri bing 0).

Bai toan 7:

Thdi gian dy trid
(Stack) = 6

(Slack) = 0
Tén
hoat déng

Thai gian dy trl
(Slack) = 0 .

Thai gian dy tr
(Slack) = 0

Thai gian du trid . . Tho gian dyf trif Théi gian dyf trit
(Slack) = 1 Thdi gian clia (Slack) = 1 (Slack) = 0
hoat ddng
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5. Tong thoi gian dy trit va thoi gian dugc du trif tu do |
(Total slack Time versus Free slack Time)

Hay nhin lai s0 d6 mang dy an trong Hinh 10. Hay xét
hoat dong B va D- mbi hoat dong-cé thoi gian du tri 1a 1
tudn. Didu nay c6 nghia 1a ching ta c6 thé tri hoan méi
hoat dong 1 tudn ma vain c¢6 thé hoan thanh dy 4n trong 15
tudn? Cau trd 10i la khong.

Gid st ring hoat dong B bi trl hodn 1 tudn. N6 da
diing hét thoi gian dy triz 1 tudn va bay gid ¢6 EF la 4.
DPiéu nay ham y rdng hoat dong D bay gid ¢6 ES 1a 4 va
" EF la 8. Day cing 14 cdc gid tri ca LS va LF. V& ban
~ chdt, thdi gian dy trd@ 1 tudn ma hoat déng B va D c6
trén tuyén cong viéc, sé dugc chia sé gitta chiing. Hoan
bd't cit hoat dong nao 1 tudn sé lam mat thai gian du tri
ctia hoat dong dé va ctia cd hoat dong kia nifa. Loai thoi
gian dugc dy trd nay dugc dé cip 1a téng thoi gian du
trd (Total Slack).

Théng thudng, khi hai hay nhidu hoat dong khong thiét
y&u xust hien k&€ ti€p nhau trong mot tuyén cong vidc,
ching s& cung chia sé tong thoi gian du trd.

Trai lai, hiy xem xét thoi gian dy tri¥ 6 tudn trong hoat
dong F. Tri hodn hoat dong nay chi 1am gidm thoi gian du
trit ctia chinh né, chi khéng dnh hudng gi dén thoi gian du
tri cda bat cd hoat dong nao khac. Loai thdi gian dy tri
nay dugc goi la du tri t{_I do (free slack). Thong thudng, néu
mot hoat dong khéng t6i han (noncritical) cé cac hoat dong
t6i han (critical) & bat ky phia ndo ctia né trén mot tuyén
cong viec (path), thi thdi gian dy trit cda né sé 1a thoi gian
du trd tu do.
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V. SU BIEN DONG (VARIABILITY) TRONG CAC
THOT GIAN HOAT DONG

Trong viéc xéc dinh cac thoi gian s6m nhédt va tré nhat
va dudng tdi han lién quan, ching ta di dung phuong phap
CPM, gid dinh t&t cd c4c thoi gian cda hoat dong da biét va
la cdc hing s6 ¢6 dinh. C6 nghia 1a khéng c6 su bién thién
trong thoi gian cda hoat dong. Tuy nhién, trong thuc t€, thoi
gian hoan thanh cda hoat dong c6 khd ndng phu thudc vao
nhiéu nhén t6.

Vi du, x4y dung cdc b6 phan noi bo (hoat dong A)
cho cong ty sdn xudt gidy Quality Paper dudgc uSc tinh sé
hoan thanh trong hai tudn. R6 rang, nhiing nhan t&8" nhu
nguyén vat liéu t6i tré, vdng cdc nhan sy chd chét,... sé
lam chdm tré hoat dong nay. Gid sd hoat dong A thuc t¢€,
két thic trong 3 tuan. Vi A ndm trén dudng tdi han nén
todn.bd du 4n sé bi tré mot tuidn, nén thoi han hoan t4t
du 4n la 16 tudn. Né&u chiing ta du kién du 4n nay sé
dugc hoan t4t trong 15 tudn, rd rang ching ta da da tré
thdi han.

Méc da c6 moét s6 hoat dong tuong doi it kha ning bi
‘cham ‘tr&, nhung nhiing hoat déng khac lai rat d& bi tri
hoan. Vi duy, hoat dong B (stta san va tran) c6 thé phu thudc
rat nhiéu vao diéu kién thoi tiét. Vai ngay thoi tiét xau c6
th€ tic dong nghiém trong dén thdi gian hoan thanh cta
hoat dong nay. . _

Diéu ndy ¢6 nghia 1a ching ta khéng th€ bd qua tac
dong cla su bi€n dong trong thdi gian ctia cdc hoat dong
khi quyét dinh lich biéu cho du an. PERT gidp giai quyet
van dé nay.
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1. Ba Uéc lugng Thoi gian trong PERT

Trong PERT, chiing ta s& dung phan bd x4c sudt dya
trén ba udc luong thoi gian cho mdi hoat dong nhu sau:

* Thoi gian 1ac quan (a) (Optimistic time) = thoi gian
thuc hién mét hoat 'dcf)ng néu moi viéc theo dung nhu k&
hoach. Khi udc lugng gia tri nay, xac suat dé€ thoi gian ctia
hoat dong < a 1a r&t nho (thi du 1/100).

* Thdi gian bi quan (b) (Pessimistic) = thoi gian thuc
hién moét hoat dong véi gid dinh cdc diéu kién rdt khong
thudn lgi. Khi uéc lugng gid tri nay, sé chi cé mot x4c suit
nhé d€ thoi gian cda hoat dong > b (thi du 1/1000)

* Thoi gian thudng xdy ra nhit (m) (most likely time)
= thoi gian u6c Iugng thuc t€ nhat doi hdi dé hoan thanh
mot hoat dong. | ‘

Khi s& dung PERT, chiing ta thudng gid dinh riang
cdc udc luong thoi gian cda hoat ddéng tudn theo phan
b6 xac sudt béta (xem Hinh 11). Phan bé lién tuc nay
thudng thich hop dé€ xdc dinh gid tri ky vong va phuong
sai (expected value and variance) cho thdi gian hoan tat

hoat dong.

P& tim thoi gian hoat dong ky vong (expected activity
time), ¢, phdn b6 Béta gan trong s6 cho ba udc lugng thoi
gian nhu sau: '

t=(a+4m +b)/6’

Cong thuc nay dit co sd trén khai niém thong ke, tit dau
nay dén ddu kia cda phan b6 béta gébm 6 d6 lech chudn
(+/-3 d6 lech chudn tit gid tri trung binh). Vi (b - a) 1a 6 do
léch chudn, phuong sai s& 1a [(b—a/6]%. -

‘Nghia 1a, thoi gian thudng xdy ra nhat (m) dugc cho
trong s6 gdp 4 1an so vdi thdi gian lac quan (a) va thoi gian
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bi quan (b). Thoi ‘gian udc lugng t cho mdi hoat ddng dugc
st dung trong so d6 mang dy 4n d€ tinh t4t ca cdc thoi gian
-sém nh4t va tré nh4t. '

Hinh 11: Phan b8 xac suidt béta véi ba uGc . lugng
thoi gian j ) ‘

F 3

Xac sudt 1/100
thoi gian > b

Xac suit 1/100
= thoi gian < a

Thai gian ctia hoat dong
- Thai gian Thoi gian thin‘jng ~ Thai gian
fac quan a xdy ra nhdt (m) bi quan (b)

D€ tinh do phdn tdn (dispersion) hodc phuong sai (variance)
cua thoi gian hoan thanh hogt déng, chung ta s& dung cong
thitc: Phuong sai = [(b - a/6]
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2. Xac sudt Hoan thanh Dy 4n

Phén tich du’(‘)'ﬁg téi han gidp ta xdc dinh thoi gian ky
vong hoan thanh du 4n cda Quality Paper 1a 15 tudn. Tuy
nhién, c6 sy bi€n dong déng k€ trong cdc udc luong thoi
gian cda mot s6 hoat dong. Su bién doéng trong cdc hoat
déng nam trén dudng téi han cé thé tdc dong dén thai
gian hoan thanh tdng th€ cda du 4n - ¢6 thé lam cham
tré du an. Day 1a mot sy kién gay lo ldng cho giam déc
nha may.

PERT st dung phuong sai cda cac hoat déng trén dudng
t6i han dé glup xac, dinh’ phuong sai cho toan bd du an.
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Phuong sai ctia du 4n dugc tinh bang cach cong cac phuong
sai ctia cdc hoat dong t&i han:

Cac phuong sai cla

o, =Phuong sai dy an= > AR
P cac hoat déng trén dudng t6i han

Thong tin nay c6 th€ dugc st dung nhu thé nao dé€ gitp
trd 18i cdc cau héi vé ‘xéc sudt hoan thanh du an dung thoi
han? PERT c6 thém hai gid dinh:

(1) Thoi gian hoan thanh toan bé dy 4n tuan theo phan
b xédc sudt chudn (normal probab1l1ty distribution) va

(2) Thoi gian cda cdc hoat dong doc lap vé thong ké
(statistically independent).

Véi nhiing gid dinh nay, dudng cong chudn hinh chuéng
(bell — shaped normal curve) trong Hinh 12 ¢6 thé duogc s
dung dé€ th€ hién ngay hoan thanh dy an. Dudng cong hinh
chuéng chudn nay cho thdy c6 50% kha nang thdi gian hoan
thanh dy 4n cda nha mdy sé dudi 15 tudn, 50% khd ning
vugt qua 15 tuan.

-
e
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Hinh 12: Phan bd xac suit cho thdi gian hoan thanh dy
an tai Quality Paper ,

15 tudn
(Thai gian hoan thanh ky vong)

et 3
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Po léch chuin
0,57

Xac suat (T<= 16
tudn) 12 71.57%

3. Xac dinh thdi gian hoan thanh dy an vé6i db tin ciy
(Confidence Level)cho trudc

Gidm déc nha méy lo 1dng vi chi ¢6.71.57% kha ning 1
thi€t bi kiém sodt 6 nhiém s& duge lip dat xong trong 16
tudn, muén xin nhém mai trudng cho thém 'thdi gian. Tuy
nhién trude khi dén gdp nhom nay, gidm déc muén trang bi
day du thong tin vé dy 4n. Cu thé 13 mudn tim ra thoi han
cudi tuong tng khd ning 99% hoan thanh dy an, Hy vong s&
dung phan tich nay dé thuyeét phuc nhém dong ¥ gia han.

RG rang, ngdy dén han nay s& 16n hon 16 tuin. Tuy
nhién, gid tri chinh xdc cda ngay dén han méi nay la bao
nhiéu? D& trd 10i cau hdi nay, mot lan nia ching ta si
dung gid dinh thoi han hoan thanh dy 4n cda Quality Paper
tudn theo mot phan b8 xac suat chudn, véi tri trung binh la
15 tudn va do léch chudn 1a 1.76 tuan. ’

Bai todn 11: Tinh x4c sui't d€ hoan thanh vao mét ngay
bat ky |
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Xac suat 0.99

\ Xac suat 0.01

Ny

i+—2.33 dg lech——
0 chuén 2.33

4. Sy bién d6ng trong thdi gian hoan thanh caa cac
tuyén khong t6i han (Noncritical Paths)

Dén day ching ta chi tap trung chd y&u vao su bién
dong cda cac hoat dong trén dudng t6i han. Piéu nay c6 vé
logic, vi theo dinh nghia thi nhiing hoat dong nay la nhing
hoat dong quan trong hon trong mang du &n. Tuy nhién,
khi'c6 su bién dong trong thoi gian cda cac hoat dong, cling
cAn thi€t nghién cdu cd sy bién dong trong thdi gian hoan

_thanh cda cac hoat dong trén cac tuyén khong t6i han.



Bai Tip — Bai Gidi Quin Tri Dt An Hign Dai ' 123

Vi dy, hdy xem xét hoat doéng D trong du 4n cda Quality
Paper. Hay nhé lai tt Hinh 10 (trong Bai tap 7) rdng day la
mot hoat dong khéng t6i han véi thoi gian du tri¥ 1 tudn. Vi
vay, ching ta khong xem xét sy bién doéng thoi gian cida
hoat déng D khi tinh todn cic xdc sudt vé thoi gian hoan
thanh du 4n. Tuy nhién, ching ta quan sat 1a D c6 phuong
sai la 0.44 (xem Bang 4 trong Bai tap 8). Thuc vay, thdi gian
hoan thanh bi quan cda hoat déng D 13 6 tuin. Didu nay cé
nghta 1a néu D cdn thoi gian bi quan d€ hoan thanh, thi duy
an s& khong hoan tat trong 15 tudn, mic du D khéng phai
12 hoat dong t6i han. ' ' :

Vily do nay, khi ching ta im cac xdc sust ctia cac thoi
gian hoan thanh dy 4n, c6 1& khong chi can tap trung vao
cac dudng t6i han, ma cling can tinh nhitng x4c suat cho cic
tuyén khong t6i han, dic biet 1a nhiing tuyén c6 phuong sai
tuong déi 16n. Mot tuyén khong t6i han cé thé c6 Xac sudt
hoan thanh ddng han nhd hon so véi tuyén t6i han. Viéc
xac dinh phuong sai va xdc suat hoan thanh cho mot dudng
khéng t6i han dugc tién hanh theo cing cach thitc nhu Bai
tap 9 va 10.

Cac ky thuat quan 1y duf 4n dén day da c6 thé cung ééfp
cho Cong ty Quality paper mot s& nhiing mau thong tin quan
ly dang gia sau: :

1. Thoi han hoan thanh ky vong cda du 4n 1a 15 tuin

2. C6 khd niéng 71.75% la thiét bj s& dugc ldp dit xong
trong thdi han 16 tudn. Phan tich PERT c6 the da
dang tim ra xdc sudt hoan thanh vao b4t cw ngay nao
cdng ty quan tam.

3. Nam hoat dong (A, C, E, G, H) nim trén dudng t6i

 han. Néu bat ky hoat dong nao trong ndm hoat dong
nay bi cham tré vi bt ctt ly do gl, toan bo cd du 4an
cng sé bi cham tré.
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4. Ba hoat dong (B, D, F) khong ndm trén dudng t6i han
‘nhung c6 thoi gian du trd. Pidu nay cé nghia rang

Cong ty c6 thé van dung ngudn lyc cda ching va néu
cin thiét, c6 thé tang toc toan bd du an.

5. Lich biu chi tiét thdi gian bdt dau va k&t thic hoat
dong da dugc thuc hién (xem Bang 3 trong Bai tap 6).

Giam Sat Tién Pé Dy An (Monitor Project progress)

Bai toan 12: D€ dam bio du 4n tién tri€n theo k&
hoach. Viéc giam sat ti€n d6 duv an dem lai cho nhém dy
4n mot hé thong canh bao (warning system) vé cac van de
ddi véi du an, cho phép nhém giai quyét chung sém va
tranh cac thay d6i t6n kém hon sau nay.

Ban hiy cho biét qua trmh glam sat thuc hién nhu
thé nao?

Pap an:

a) Xdc dinh tdn sudt (thoi gian bao lau) cdn gidm
' s4t thuc t&€ vé lich bi€u thoi gian lam viéc cda nhédn
s, va du todn dd chi nhu thé nao: cdc chi ph1 tién bac
thyc t€ hay thdi gian lam viéc cia nhdn vién.trong du

4n, ngay hoan tat cdc hoat dong theo lich bi€u du dn
(scheduled activities)

o Tin suét giam sat thuc t€ vé tién bac va nhan lyc bao
lau mot 1an phu thuéc vao t6c do thuc hién cong viéc du an

nhu thé ndo. Thi du:

Né&u du an chi kéo dai hai thang, nén theo doi tinh hmh
thyc t& it nh4t mot tudn mot l1an

Néu du 4n s& kéo dai hai nam, nén theo déi tinh hinh
thuc t& it nhat mot thang mot lan.
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* Nha lanh dao dy 4n thudng gidm sat du &n chinh, cac
nha lanh dao du 4n phu gidm sat cac tiéu du 4n.

* Gilam sat cdc ti€u du 4n theo muc d6 thudng xuyén
nhu du 4n chinh.

b) So sénh tinh hinh thuc tién vé lich biéu, thdi gian lam
viéc cda nhén vién va ngan sach thuc tién vdi k& hoach, sau
d¢ tinh todn su bién dong (variances) néu c6.

* Sy bién dong xady ra khi dy 4n tién trin chim hoic
tién trién nhanh so v6i k& hoach. Bién dong c6 thé tich cuc
(duong) (dy dn c6 ti€n d6 nhanh so véi lich biéu) hodc tidu
cyc (Am) (du &n bi vuot ngan sach)

Néu c6 cac bi€n dong 16n s& cho thdy t6ng thé du 4n bi
sai léch so véi hoach dinh.

» Nha linh dao dy 4n c6 thé xdc dinh du 4n dang
di trudc hay tut hdu, hay ding theo lich bi€u bing cach
so sanh ngay hoan thanh thuc t& v6i ngay hoan thanh
du kién.
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Lap bi€u tinh sy bién dong nhu sau:
Bang: B46 cao bién dong
Ngay 31/5/2009
, | " Lich biéu
Linh wic du &4n | K& hoach K&t qua

Bign dong Giai thich

theo k& hoach du &n thuc t8
Chuong trinh : Thigu su
lam viéc . 1/5 4/5 -3 ngay  tham du cla
cudi ciing . : nha tai tro
Hoan thanh » Chuong trinh
dy an kénh 18/5 20/5 -2 ngay | 1am viéc cudi
phan phdi : ' , clng tré
Thai gian nhan vién
. Chudn. bi
1 Tong s6 gio . L .. chuong trinh
Jam vige 950 gi0 1005 gio 55 qi¢ tigp thi lau
‘ hon du kién
" Ngén sdch
Chi phi ndi bo 50.000 ‘50.(.)00 _ 0 Nha tai trg
Chi phi phat ~ déng gop it
sinh bén ngoai | 2000 30.000 000 151 85000 so
k& hoach

Téng chi phi 75.000 80.000 +5.000
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Bai toan 13: Khi phat hién loai bién ddng, can thuc
hién hanh ddéng nao?

Dap an:

+ Néu khong cé bign dong trong thdi biéu, thoi gian lam
viéc nhan vién, hay trong chi phi va céc s6 lidu thi chinh
xdc, thi du 4n c6 18 theo dung lich trinh.

+ Néu ¢6 bién dong duong, hiy x4c dinh nguyén nhan
cta bién dong.

+ N&u c6 bi€n déong 4m, nhém dy 4n cdn thuc hién
hanh dong ti€p theo. C6 gidi thich hdp 1y nao cho su
bién dong dé? Sy bién déng cé phdi 1a mot diém cdn
quan tam. ‘ ‘

- - Né&u bién dong khong phéi 1a di€ém quan tam, chi bao
cdo don gidn gidi thich vé bién déng. -

- N&u bi€n dong la di€m quan tdm va c6 thé dugc gidi
quy€t d& dang (khong thay d&i trong k& hoach), thi gidi
quyét diéu dé: N&u bién ddng khong thé gidi quyét dé
dang, hay liét ké trén danh séch cdc vdn dé va ngay yéu
cau gidi quyét.

Bai toan 14: N&€u hoat dong d€ gidi quyét bié€n dong
trong dy 4n doi héi thay déi ké hoach du an, sé thuc
hién thé& nao?

Dap an: Ta ¢6 thé dung luu dé sau dé quan 1y van dé
vé thay déi. ’
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Start

Thay déi
duge dé xuat

Thay d8i
c6 Ia
y tudng t6t?

B& sung vao danh sich
cac van dé cin gidi.quyét

Thay ddi ¢é
ddi hoi sy diéu chinh
ké hoach dv an hay
mifc dd rdi ro?

Xac dinh tic ddng cha
thay ddi sé co trén ké hoach

v

Chuén bi
bén dé xuat thay ddi

Thay ddi
¢6 dugc chap
nhén?

Bd sung vao danh sach
cdc van dé can giai quyél

-l Yes
Thyc hign thay a3 |

Pigu chinh
ké hoach du an
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Tuy mét bién dong duong thudng t6t, n6 van thé hien
rang du an dd bi lech so véi k& hoach. C6 18 di bd sét didu
g1 d6 hodc van dé nao d6 hién dién cé thé tao tac dong tidu
cuc sau nay. Hay xem xét cdc nguyén nhan ctia mbi bién’
dong duong hay 4m. N&u c6 tiém nang xdy ra cac van dé
tuong lai, hdy tao ra cic bién phap d6i ung d€ loai trit hay
gldm xac sudt x4y ra cac van dé nay '

Bai toan 15: Khi mét thay d&i duoc dé xuit, lam thé

nao quyét dinh né c6 1a mét ¥ tudng t6t hay khéng?
- Dap an:

* Viéc dé xudt cdc thay d6i c6 thé xust phat ti nguoi
‘bén ngoai nhém, nhu nha bio trg hoic mét khach hang.
Cac thanh vién nhém dang g1am sat cac thay d6i trong moi
trudng du dn, ho ¢6 th€ cdn dé xuit cac thay déi dé€ dap
ung mot van dé di xdy ra, hodc c6 tiém nang xay ra. Céc
.thay déi trong moéi trudng bao gom cac thay déi vé t6 chuc,

quy dinh, tinh hinh canh tranh, va cOng nghé c6 thé tac
dong dén du 4an.
* Khong phdi moi thay d6i d& xuat déu duoc chdp nhan.

Héy dua ra cdc cau héi: “Thay d8i nay c6 6t cho khach
hang? T6 chuc? Dy 4n?”.

*Néu thay d6i khéng tao thém gia tri cho du &n, hay
- dua vao danh sich cac van dé de giai dap v6i ngudi dé
xudt thay déi.

Bai toan 16: S& quyét dinh thé& nao khi thay d&i 13 mét
¥ tubng tot va khong doi héi diéu chinh.k& hoach dy 4n?

Dép an: Néu thay d6i khong didu chinh pham vi du 4n
(project scope), khach hang chdp nhan cdc tiéu chuén, lich
bi€u, thdi gian nhan vién lam viéc, du todn ngan sach, miic
rii ro cia duy 4n, thi sé thirc hién sy thay déi ds.
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Bai toan 17: N&u thay d8i doi héi diéu chinh k& hoach
du an, sé quyét dinh thé nao? .

« Hay xac dinh tac dong ctia thay d6i trén ké hoach du an
va chudn bi mot dé xuit thay ddi (change order). Mot dé xudt
thay d6i 1a mot ban mé ta vé thay d6i dé xuat va tac dong cta
né trén du 4n. Sy thay déi sé tic dong dén mdc dd rdi ro cua
du an ra sao? Tac dong dén chi phi, dén lich biéu thé nao?

« Hau hét cic thanh phin cia mot k€ hoach du an déu
phu thudc 14n nhau, c6 nghia 1a néu mét phan cta k& hoach
thay d&i, cdc phdn khdc ciing c6 kha ning bi thay déi.

Thi du: Néu thay ddi pham vi du én, c6 1& s&¢ dnh hudng
dén lich biéuy, thdi gian nhan vién, du toan, muc doé rdi ro trong
viéc tao ra cac két qua. Do véy cin syt ra soat va phe chudn.

Sau day 12 tinh hudng v& mot thay d6i va dé nghi thay déi.

V&n dé thay déi: Nha In PRINT 1 gip truc trdc vé thiét
bi va s& 1am trd viéc in céc tai lidu hoi nghi, day 1a van dé
quan trong. Mot nha In khac (PRINT 2), yét gid cao hon so
véi du toan. Pa lap ban dé& nghi thay ddi d€ bao cdo-cho
nhém dy dn va nha bdo trg nhu sau:

Change order

Ngay: 5/12 - | | ~ Ngudi lap
S6 cla Change Order: 9
Mo 13 su thay d8i: Chuyén sang Nha In PRINT 2 dé in tai lidu hdi nghi

Nguyén nhan: Nha In PRINT 1 do truc trac thigt bi da dl cong sudt
dé in tai-lidu hoi nghi kip thoi han '

Thay ddi dé xudt: Chuy&n sang Nha In PRINT 2
Giai phap dé xuat

Tac dong treh pham vi dy an: Khong

Pénh gi& rli ro dgi véi hoi nghi: Khong thay dm
Tac dong trén nhém du an: Khong
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Tac ddng tren thGi han chét: Khong thay ddi néu dé ngh| thay doi
dugc chap thuan

Béanh gid rlii ro vé han chot: Khdng thay déi
Téac dong trén du todn: Tang 500%
 Tac dong trén béo cdo dy an: Khdng
Ngay phé duyét:
Lanh dao Dy 4an Nha bao trg Khiach hang

Bai toan 18: Chudn bi bio cio vé cic bién dong trong
dy 4n cho budi hop nhém dy an th& nio?

Dap an: ‘

Céc bdo cdo bién dong th€ hién sy kiém tra dinh luong
vé tién do du an:

+ D& tinh bién dong lich bi€u vé mot két qud hay viec
hoan thanh mét hoat déng theo lich bi€u, sé 14y ngay hoach

dinh trong lich biéu trit di ngay thuc sy giao két qua hay
hoan thanh thuc sy mot hoat dong.

Thudng ngudi lanh dao dy 4n chudn bi bio cao nay va
trinh bay vao cac budi hop nhém

Céc thanh vién nhém trudng cac tiéu dy 4n s& chudn bi
céc bdo cdo bién ddng cho cac tifu du &n cda ho trudc mbi
bubi hop nhém. Cac nhém ti€u du 4an cling can ¢ cac budi
hop nhém riéng.

Bai toan 19: Cac budi hop nhém dinh ky theo lich biéu
d€ xem xét tinh hinh cda dy 4n nén t8 chiic thuong xuyén
nhu thé nao?

* Mdc d6 thudng xuyén hop nhém sé& phu thudc vao do .
dai thoi gian va midc d6 hoat dong cda du an.

.+ Cé4c du an ngdn (khodng sau thdng), hodc cac du an
6 nhiéu cong viéc dang ti€n hanh, cé th€ doi hdi hop hang
tuan hay hai tudn moét 1an. :
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+ Céc du 4n dai (hon sdu thidng) hodc cidc du &n ¢ céac
thoi ky it hoat dong, c¢6 thé& chi doi hdi hop mot thang hay
- hai thdng mo6t lan

Bai toan 20: Hoat déng xem xet tinh hinh hién tai cda
dy &n tién hanh thé& nio?

Dap an:

* C4c thanh vién nhém s& cung c&p di lieu cap nhat vé
tinh hinh céng viéc cda ho hay cong viéc trong ti€u du an
cda ho.

* Cac thanh vién nhém s& bdo cdo cac quan tdm hay cac
van dé cda ho vé tién do cta dy 4n. Néu c6 quan tdm nao
khong thé gidi quyét ngay, hay dua vao danh sach cac van dé.

* Nhém s& ra sodt ti€n do cac két qud trung gian, va
thdo luan céc sai 1éch so v&i k&€ hoach.

* Lanh dao du 4n s& so sanh tinh hinh thuc t& v&i k&
hoach, va nhém sé& thdo ludn nguyén nhan cta céc bién
dong nay.

- * Nhém sé diéu chinh 1a1 dénh gia rii ro vé pham vi du
4n-va danh gia rdi ro trong viéc dap Ung cac th&i han chét
(deadline dates) .

- Né&u danh gia cho thdy rii ro gidm, thi mot s6 hay .
toan bo cdc bién phap déi ting sé khong con can thiét.

- Néu danh gi4 cho thiy rdi ro ting 1én, c6 1& cin céc
bién phdp déi ung, moi thay déi trong bién phép déi u’ng sé
phan anh trong lich biéu.

‘Nhém sé lai ubc tinh thoi gian lam viéc cda nhan vién |
va chi phi d€ ddm bdo chiing khong vugt quéa gisi han. Néu
cdc ubc tinh vugt qua gidi han, hiy thiét lap mot s6 bién
phap d6i ung.



Bai Tdp — Bai Gidi Qudn Tri Dy An Hién Dai 133

Bai toan 21: Cac budi hop danh gia tinh hinh thuc
hién dy 4n nén t8 chdc thé nao?
Dap an:

* Budi hop nhim danh gi4 dinh ky tién do du an vdi
nha tai trg va khach hang, d€ nhém cé th€ thdo luan vé
cdc van dé hay cdc y tudng vé dy 4n v6i nha tai trg hay
khach hang, dé gitip nhém diéu chinh hay cai tién qué
trinh dy 4n.

* Céc bubi hop chinh thic v6i nha tai trg khach hang
nén duge t6 chic dinh ky hang thdng hay hang quy, phu
thudc vao thoi gian du 4n, mic d6 hoat dong, hay muc do
rdi ro cda du an.

* C6 thé t6 chitc cac bubi hop than mat, hodc phd
bi€n théng tin gita lanh dao du &n va nha tai trg hay
khach hang

* Lanh dao dy 4n s& béo cdo vé tién do cac két qud, béo
cdo tinh hinh lich bi€u, thdi gian lam viéc nhan sy dy 4n, va
tinh hinh ngan séch, so sénh ching véi k€ hoach du an, va
gidi thich cdc bién dong, ciing s& bdo cdo tinh hinh hién tai
vé cac rdi ro trong viéc tao ra cdc két quéd va rai ro khong
dép tng lich biéu.

"+ Thao luan vé cac thay déi trong moéi trudng du an,
- nhu cdc thay d6i vé 6 chiic, tinh hinh canh tranh, quy dmh
ky thudt c6 th€ dnh hudng du 4n.

* Panh gi4 cdc van dé tiém ning va cac thay d&i dé

- xudt hay du kién trong k&€ hoach dy an. Khach hang va
nha . tai trg ¢ thé gitp lam ndi 1én cic y&u t6 cin xem
xét, dé nghi cdch thic tranh cdc van d&, va xd tri hay
gidi quyét cdc van dé.



CAN BANG CHI PHI -
THOT GIAN VA RUT NGAN
THOI GIAN DU AN
(COST - TIME TRADE OFFS
AND PROJECT CRASHING)

I. ROT NGAN THUI GIAN DU AN

Khi quan 1y mét du én, thLidng giam doc dy an phéi d6i
mat v6i mot trong hai (hodc cd hai) tinh hudng sau: (1) du
4n bi cham tién do va (2) thoi gian hoan thanh du an theo
lich biéu da bi kéo dai ra.

Trong bat ky tinh hudng ndo, mot s6 hodc tdt cd céc
hoat dong con lai cdn dugc tang toc d€ hoan t&t du &n vao
ngay dén han ky vong.

Qua trinh theo d6 ching ta rdt ngan thoi han cda mot du
- &4n bot tén kém nhat dudc goi 1a rt ngdn (crashing) du an.
Nhu da néi & trén, CPM la moét k§ thuat x4c dinh trong dé
mdi hoat dong c6 hai tap thoi gian tap. Tap thoi gian dau tién
Ja thoi gian binh thudng hay tiéu chuin s dung trohg viec
tinh toan céc. thoi gian sém nhat va tré nhat. Gan v6i thoi gian
binh thudng nay sé la chi phi binh thudng cta hoat dong.
Thoi gian thit hai 12 thdi gian rat ngdn, duge dinh nghia 1a
thai han ngén nhat can thiét dé hoan thanh mot hoat dong.
Gan vdi thoi gian rit ngén 1a chi phi rat ngén (Crash cost) cia
. hoat déng. Thong thudng, ta c6 thé rat ngdn mot hoat dong
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bang céch ting thém cac ngudn luc (vi du nhu trang thiét bi,
con ngudi) cho hoat dong dé. Do d6, sé hap 1y khi chi phi rat
ngan ctia mot hoat dong s& cao hon chi phi théng thudng.

Khodng thoi gian ma mot hoat dong cé thé dugc rit ngin
(mic chénh lech gifa thoi gian binh thudng va thoi gian ruat
ngan) phu thudc vao hoat déng dang xem xét. Cé mot s6 hoat -
dong khong thé nao rat ngén duge. Vi du, néu mot vat diac
can dugc xd ly nhiét trong 16 48 tiéng, thi them nhidu nhién
litu cling khong gitip rit ngan thoi gian. Trai lai, ching ta c6
thé rat ngdn dédng k& mot s6 hoat dong (vi du nhu dung
khung cho mét ng6i nha trong vong 3 ngay thay vi 10 ngay,
béng céch st dung s6 luong cong nhan nhiéu gdp 3 lan).

Tuong tu, chi phi d& ting t6c (hay rat ngdn) mot hoat
dong phu thudc vao ban chat cda hoat dong d6. Cac nhi quéan
tri thudng quan tam viéc tang t6c mot dy an véi muc chi phi
bd suhg t6i thi€u. Vi vay, khi chon hoat dong d€ rit ngén va
rit ngén bao nhiéu, chiing ta cdn ddm bao nhing didu sau:

o Khodng thdi gian ma mot hoat dong duoc rit ngan

c6 thé chdp nhan duge.

e Téng hop lai c4dc thdi han hoat déng da dugc rit
ngdn sé& gitp ching ta két thic du an vao ngay
dén han.

* Td&ng chi phi rit ngén cang nhd cang t6t.

Rt ngdn mo6t du an can bén budc sau:

Buéc 1: Tinh chi phi rdt ngdn cho.mdi tudn (hodc mot ky
nao khac) cho mbi hoat doéng trong mang. Né&u gia dinh chi
phi rit ngén tuyén tinh theo thdi gian, ¢ thé s& dung cong
thic sau: v
(Chi phi rit ngén - chi phi binh thuting)

Chi phi rit ngén mdi ky = : .
P ¢ W (Thoi gian binh thubng - thoi gian rit ngén)
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Budc 2: St dung cac thoi gian hoat dong hién tai, tim
cdc dudng t6i han trong mang du an. Xac dinh cdc hoat
dong t6i han.

Bu6c 3: Néu chi c6 mot dudng t6i han duy nh4t, chon
mot hoat dong trén dudng t6i han nay sao cho hoat dong
nay (a) c6 thé dugc rit ngdn va (b) c6 chi phi rit ngdn mbi
ky nhé nh4t. Rit ngdn hoat dong nay xudng mot ky.

Néu c6 nhidu dudng t6i han, thi hiy chon mot hoat
dong tit mdi dudng t6i han sao cho:

(1) M&i hoat déng dugc chon van cdn ¢6 thé rit ngdn

(2) Téng chi phi rit ngdn mbi ky cho t&t ca cac hoat
dong dugc chon la nhd nhat. |

Rut ngdn mdi hoat dong xudng 1 ky. Hay chd y 1a mot
hoat dong c6 thé€ chung cho nhiéu dudng tdi han.

BuGc 4: Cap nhat tat cd cac thoi gian hoat dong. Néu dat
dugc ngay dén han mong mudn, hoan t&t cong viée rat
ngén. N&u khong, quay lai Budc 2.

Bai toan 1: Rat ngdn dy an d€ kip thoi han.
%ﬂmw gy
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Chi phf
hoat ddng )
Rat ngan
$34,000 /

Chi phi””
rit ngdn $33,000

Chi phi rit ngdn - Chi phi binh thulng
Thoi gian binh thudng - Théi gian rit nga
34.000 $ - 30000 8§ 4.000 8

Chi phi rit ngdn/ tudn =

3-1 21udn
=2.000 §/ tudn

$32,000
$31,000

Binh thutng
r'd

$30,000
Chi phi/
binh thugng

i
I
1
|
|

»
»

Thoi gian (tuan)

Al = e

5
Thoi gidn Thoi gian} -
it ngan binh thulng

Thoi gian dy tri= 0

i
- Thdi gian dy trli= 1 Thoi gian dy tri= 0

Thoi gian gy trit= 1
91an WIU= 1 71 han hoat dong
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Bai Tdp - Bziz' Gidi Quan Tri Du An Hién Dagi

Viéc rat ngan déc biét quan trong khi cac hgp dong du an
bao gdm céc khoan t]mIo’ng hay phat vé hoan thanh s6m hay tré

II. NHAN DINH VE PERT VA CPM

Thio luan vé phuong phap PERT, c6 mot s6 dic diém
cda phuong phap nay ma cic nha quén tri van hanh can

nhan biét:
Loi thé
1. Dac biet hitu ich khi lap lich biéu va kiém soat cac du

6.
7.

an 16n.

Khai niém d& hidu va khéng phiic tap vé mét toan hoc.

. Mang db thi giip lam ndi r6 cdc quan hé gita cac

hoat dong trong du an. 4
Phan tich duong t6i han va thoi gian du tri¥ gitup chi
ra nhing hoat dong can phdi theo ddi chdt ché.

. Céc tai lidu va dé thi dy an xac dinh ngu’(‘ﬁfi chiu trach

nhiem cho mbi hoat dong.
C6 thé ap dung cho nhiéu dang du &n.

Hitu ich trong viéc gidm sat cd lich bi€u va chi phi.

Han ché&

1.

Cac hoat dong du an pha1 dugc xac dinh rd rang, c6
tinh doc lap va én dinh trong cac quan hé ciia chung.

Céac quan hé di trudc phéi dugc xac dinh r6 va du<_3c
k&t noi thanh mang ludi. :

. Céc udc lugng thoi gian ¢6 xu huéng chi quan va

chiu sy phdng doan céc nha quan tri, c6 thé gip nguy
co clia viec qua lac quan hodc khong du bi quan.

C6 nguy cd tiém &n do qua nhdn manh vao du’dng
dai nhit, hay dudng t6i han. Nhing dudng gan téi

~ han cting cdn dugc gidm sat chat ché.
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III. SU DUNG PHAN MEM MICROSOFT
PROJECT PE QUAN LY DU AN

Céc phuong phap da dugc thdo luan thi hitu ich cho viéc
quén ly cac du an nhd. Tuy nhién, d6i véi cic du an 16n
hay phic tap, mét phan mém chuyén vé quan ly du 4an sé
dugc ua thich hon. Trong phdn nay, ching t6i gi6i thidu
ngan gon vé mot phdn mém chuyén biét phd bién nhat:
Microsoft Project.

Minh hoa céch st dung phdn mém nay dé€ thuc hién
mot s6 phép tinh cd ban trong quan 1y cac du 4n. Cac ban
c6 th€ ty khdm phd chi ti€t hon nhing kha nang va chuc
nang nang cao cda Microsoft Project (hay bdt ctt phan mém
quan ly du an nao khac).

Phan mém Microsoft Project cyc ky hdu ich khi vé cac
mang du an, x4c dinh lich bi€u du an va qudn ly cac chi phi
va nhiing ngudén luc khac cda dy an. Tuy nhién, né khong
thyc hién nhdng tinh toan xac sudt PERT.

Bai todn 2: S dung MS Project trong quan tri du an

1. S& dung MS Project d€ tao lich b1eu du an
(Project Schedule)

Budc 1: Xac dinh du 4n méi ,

Ching ta hdy xem xét lai du 4n ctia cong ty sdn xuét gidy
Quality Paper. Hay nh¢ 1a du 4n nay c6 tdm hoat dong. Budc
dau tién 1a xac dinh céc hoat dong va cac quan hé di trude cta

chiing. D& thuc hién, chiing ta khai dong phan mém Microsoft
Project va bdm vao File/New dé md mot du 4n tring.

Béy gid ching ta c6 th€ nhap ngay khdi dau dy 4n trong
phan thong tin tém tdt duoc trinh bay dau tién. Chd y 1a
ngay thang dugc xdc dinh bang ngay trong lich thyc t& thay
vi la ngay 0, ngay 1, v.v.. Vi dy, ching ta s& dung ngay 1
thdng 7 (July 1) lam ngay bit dau du an trong Chuong Trinh
1 (Program 1). Microsoft Project s&¢ ty dong cap nhat ngay
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hoan thanh dy 4n mot khi ta dd nhap moi thdng tin du 4n.
Trong Chuong Trinh 1, ching ta da quy dinh duoc ngay hién
tai la ngay 10 thang 1 (January 10) :

Budc 2: Nhap théng tin vé cac hoat dong
' Thoi han
‘Hoat ddng Thii gian theo tuan

Tl O m| OO W@ >
o W] ] BN W™

Sau khi da nhap thong tin tém tit, ching ta sé st dung
cda s6 thé hién trong Chuong trinh 2 d&€ nhap moi théng tin
vé cac hoat dong. Ddi v6i mdi hoat dong (hay nhiém vu -
task, theo cach goi ctia Microsoft Project), chiing ta nhap tén
va thoi han cda né. Microsoft Project nhan dang cac nhiém
vu bing s6 (vi du 1, 2) chd khong bang chit cai. Do d6, dé
thuan lgi, ching ta sé trinh bay cd chit cdi (vi du A, B) va
moé td vé hoat dong trong cot Task Name trong Chuong
trinh 2. Thoi han mic dinh tinh theo s6 ngay. D€ quy dinh
12 tuln, chung ta s& dua vao chif cdi “w” sau thdi han cda
méi hoat ddng. vi duy, ching ta nhdp thoi han cda hoét
dong A la 2w. , |

Khi chiing ta nhip cdc hoat dong va cac thdi han, phan
mém nay sé tu dong chen ngay khdi dau va két thic. Chd
y 1a tat c&d cdc hoat dong déu c6 cing ngay khdi dau (la
- ngay 1 thang 7), vi chiing ta chua xdc dinh cac quan hé di
trudc. Trong Chuong trinh 2.
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Gantt chart dugc lya chon trong View menu, mot thanh
ngang tuong ung vé6i thoi han cda méi hoat dong s& xudt
hién & thanh bén phai ca sé. '

CHUGONG TRINH 1

Théng tin tém tit du an trong MS Project.

Project Information 2ixi

Start date: Mon Jul 1 L__ryrrent date:  [Mon Jan 10 -
rtdster | | Xicdiohngay |- I =
Finish date: Kndi 88 AU 80 Bratus date: [N |

Schedule from: lProject Start Date :_] Calendar: IStandard j

All tasks begin a5 soon as pogsible. Priority: [500 ::’

Enterprise Custom Fields Ngay nay sé ?(éc dinh. I
1 : dugc cap nhat ngay theo lich [
Custom Field Name sau khi da alue oho i 4n I

nhép dif ligu
dy a

Nhip & day aé bist
thém chi tiet
finh hinh dy 4n
dang trién khai

belp | statistics... | o ]

Cancel

CHUONG TRINH 2 o
Nhap hoat déng ctia Quality Paper va MS Project

Change layout by Click here to zoom
clicking Format | Layout. outorin,

B} Ebe g0t Vew Inet Formst Jook  Broject Golaborte Widow teb  AdohePOR iy
ey wi, .

DESENSRY DR < ¢ @it B G D New
- va K,
- Convert to Adohe POF and Emad)-—-r -

castions bin T

v & x

6 D & = B ghows A 8 - B I U RE]®E Avess

£ Tosk Name 'mm, Stat | s |
i i ]

A. Buid infernal componcats
8. Modity root & floor

€. Construt collection stack
D. Pos concrete & inctal foy
€. Buk Pigh-temp burner

¥ Insted pokion cortrol syat
O, kvsinl air pottion denvice
. Inspect & test

2wks
Jwks
2wks
4vha
Swks
Iwks
Swke
2wks

Frigd1
Friddt *
Frind1
Friktt
Frind1
Frika1
FriRéy
Frid1

Fridu 15
£ridi 2
Pridd 15
Frida28
Fiiki 28
Fring22
FriAug S
FAMIS

Cac hoat ddng
(nhi¢m vy)
ddge xéc djnh
bang con s§

Moi hogt ddng
d8u bat d4u vao ngay
1/7 vl khong cé cic
hoat d8ng di trude

Noay 4/7

dugc 10 xim Ngay cufi tudn

khdng Iam viee
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QUAN HE bI TRUGC
HOAT BONG HOAT PONG D1 TRUGC

A -
B -
C A

"D AB
E C
F C
G D,E
H - FG

Quan sat thdy cic ngay thit Bdy va Chd Nhat dugc tu
dong t6 xam trong So d6 Gantt d€ phén anh day 1a nhing
- ngay khéng lam viéc. Trong da s§ cidc phdn mém quan ly
du an, toan by du 4n sé dugc ndi véi mot lich tdng thé
(master calendar) (hoic mdi hoat dong s& dugc néi véi mot
lich cu th€ cda riéng né). Nhiing ngay khong Iam viéc khac
c6 thé dugc xdc dinh bing cach s dung nhiing lich nay.

Vi duy, chiing ta sit dung Tool/Change Working Time dé&
quy dinh ngay 4/7 la moét ngay khong lam viéc trong
Chuong trinh 2. Dong tdc nay tu dong gia han tat cd céc
thoi diém hoan tdt hoat dong them mot ngay. Vi hoat dong
A bat dau vao tha Sau, ngay 1/7 va kéo dai hai tudn (nghia
1a 10 ngay lam viéc), thoi gian hoan thanh cda né bay gid la
thit Sdu, ngay 15/7 (thay vi Thit Nam ngay 14/7). _

BuGc 3: Xac dinh cac quan hé di trudc: Budc tiép theo la
* xéc dinh céc cac quan hé di trude (hodc cac lien ket - links) gitia
cée hoat dong nay. C6 hai cach d& xac dinh cac dudng néi nay.
Cach thi nhét 1a nhap céc s6 hoat dong lien quan (vi dy, 1, 2)
trong cot Predecessor, nhu dugc thé hién trong Chuong trinh 3
- cho hoat dong C va D. Cach thit hai 12 sit dung Link icon.

Vi dy, dé€ dinh rd quan hé¢ di trudc gitta hoat dong C va
E, dau tién ching ta nhdp vao hoat dong C va gitt phim
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Ctrl va r6i nhdp vao hoat déng E. Sau dé ching ta nhap
vao biéu tugng Link thé hién trong Chuong trinh 3. Ngay
khi chiing ta xdc dinh mot lién két, cac thanh trong sd do
Gantt sé ty dong x€p lai vi trf d€ phadn anh thoi gian khdi
dau va két thic méi cho cac hoat dong duoc lién két véi
nhau. Hon ntta, ban than lién két duoc bidu dién bang mot
mi tén kéo dai tir hoat dong di trudec.

CHUONG TRINH 3
Quan sat Lich bi€u Dy 4n

M hign man hioh
8] Ee Bt wew Inset Fomat fooks froject Colborste Window el  dobe POF . :
DSRN ERY 4BBY @ @B A B H wew Qe e B, e

(G D & = showv: A <8 - B UEES A v S
€ [Task Name iDuretion | Stad | Fiish P [ ul'08 [Aug G5 1Sep 05
: i H 25311051724'31,7 HATH 28T TR f
A.Buidinternal componerts  2wks  Fridl1  Fridu15 e D8 : /1
_____ B. Modify roof & floor 3wks Fri gl 1 Fridu22 H. : Thé hign tudn

C.Construct collection stack ~ 2wks  MonJui18  Fridui28 14 5

D.Pourconcrete &instadtras  dwks MonJu25  FriAug1g 12

€. Build high-terp burner 4wks MonAug1 FriAug26 3

F.Install poliution control syt S wis MonAugl  FriAug19 3
G. nstell air poliution device Swks MonAug28  FriSep30 4,8
H.inspect 3 test 2wks MonOct3  Frioct14 6,7

Khi moi lién két da dugce xdc dinh, lich biéu toan bé du _
&n c6 thé€ duge quan sat nhu moét bidu dé Gantt, th€ hién
trong Chuong trinh 4

CHUONG TRINH 4

Nh3p Link €4 xic dinh
cdc hoat @8ng 4i trwde

Xem
s¢ 48 Ganit

(predecessor)
) B fdt Yew et Fomst Jods Posc  Colborats @ndow L AdobaPOF ti s s
DU SRY BT <o nen T ! NoGroup cRQAv e,
G % % = % ghone and ’”’wr&é{‘ﬁsﬂ A Tasks T,
{E. Buld high-tamo bamer
0 fTaskame Dustioa St [ Feish |

Amm«umwxms 2vks  FAl1 FAR1S
B. Modity root 8 floar Awkr  Fridd1 Fidd22
SR QU R 2 whs Moo b 18 Fridg 29 1
D. Pour concreto & insto frw & wis Mon 4t 25 Fridug 19 12
o sy oo
F.instsd poitioncontrol aysl  Iwks  Frikd1  Frivu 22
G.Inctusl o polition device  Swke  Friod1 Fridug$
H.Inspact & tost 2wks  Faddt Frids1s

1l ot o0 14 nign
cde tink

. C6 the nhap
Ngay k1 thic dugs
E4p nhjt khi 03 tyo tiEg

Al cé¢ hoat ang
ac dinh cae fink 8i tudc
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Phan tich PERT: Nhu da dé cap, MS Project khong thuc
hi¢n cac phép tinh xéac sudt PERT dugc thdo luan trong Bai tap
10 va 11. Tuy nhién, bing cach nhdp vao View/Toolbars/PERT
Analysis, Microsoft Project cho phép chiing ta nhap thdi gian
lac quan, thoi gian thong thudng, va thoi gian bi quan cho mbi
hoat dong. Tit d6, ching ta c6 thé chon d€ xem cac so d6 Gantt
can ctf trén ba thdi gian nay cho mdi hoat dong.

2. S& dung MS Project d€ theo ddi ti€n dd va quan 1y cac
chi phi

Co6 1& 1gi th€ 16n nhdt cda viéc s¢ dung phin mém
chuyén vé qudn ly du 4n 1a ¢6 thé theo d6i tién do cda du
4n. V& mit nay, MS Project ¢6 nhiéu tinh ning d& theo dsi
ting hoat dong riéng 1& vé thoi gian, chi phi, s& dung
nguodn luc, vv. Trong muc nay sé gidi. thich cach ta theo déi
tién do cda dy an vé mat thoi gian.

Theo doi hién trang thdi gian cia mét dy an: Mot cach
dé dang dé theo dai thoi gian tién trién ca mot cong tac la
nhap t{ 1& phan tram cong viec dd hoan thanh cho méi nhigm
vu. Mot cach dé thuc hign 1a nhap d6i vao bét cit hoat dong
nao trong cot Tast Name trong Chuong trinh 4. Mot cda s
giong nhut cta s§ trong Chuong trinh 6 s& dugc hién thi. Bay
giy hay nhap ti 1 cong viec dd hoan thanh cho mbi nhiém vu.

Phan tram dy 4n chong 0 nhiém da dugc
hoan thanh vao ngay 12 thang 8
Hoat ddng Hoan thanh (%)

A 100 | .
B 100

C 100

D 10

E 20

F 20

G 0

H 0
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- Béng & trén cho cac dit lieu v& # 1& phin trim cGa mdi
hoat dong vao ngay hom nay & cong ty Quality Paper. (gid s
ngay hom nay la thi sdu, ngay 12/8, d6 1 cuéi tudn thit 6 cta
[lich bi€u dy 4n.) (Ngay 4/7 khong lam vigc da dich chuyén
toan bo lich bi€u thém mot ngay. Do d6, cac hoat dong s& két
thic vao cdc thit Sau thay vi vao cc thd Nam). Chuong trinh
5 the hién hoat dong A da hoan thanh 100%. Tuong tu, ching
ta nhap phan trim hoan thanh cho t4t c cac hoat dong khac.

CHUONG TRINH 5
Cép nhat tién d6 Hoat dong trong MS Project

Task Information B E S S .'ﬂEJ
General lPrecb:essors ] Resources ] Advanced ] Notes l Custom Fields
Neme:  [A. Buildintemal comporents Duration; l?.w 3: I™ Estimated
Percent complete: !XOO% ﬁ\ Prioeity: lSOO :—E«t
Day 13 thifi B -
gian bit ddu \E"Sh: EEE - -l
ctia hoat déng N
theo fich higu | I Hdetaskbar - —
I™ Roll up Gantt bar to summary Hoat dong A Day 13 thoi
hoan thanb 100% gian hoan tat
hoat digng
theo lich hidu
oo | [Tk 1 concat |

Nhu thé hign trong Chuong trinh 6, so d6 Gantt ngay lap tic
phan anh thong tin vita cap nhat nay, bing cach v& mot dudng
dam trong thanh ctia m&i hoat dong. Chiéu dai cda dudng nay
1 tf 1¢ phan tram cong viéc ctia hoat dong da hoan thanh.

Lam th& nao d& biét du an dang theo dtng lich bi€u? Chi ¥ -
c6 mot dudng thang diing thé hign trén s d Gantt. Pudng nay
tuong tng v6i ngay hom nay. Microsoft Project s& tu dong
chuyén dudng nay dén tuong ting véi ngay hien tai. Néu du 4n
ding lich bi€u, ching ta s& thdy tit cd cac thanh & bén trai
dudng ngay hém nay thé hién 1a ching da dugc hoan thanh. Vi
du, Chuong trinh 6 th€ hién hoat dong A, B, va C dung lich
bigu. Ngugc lai, hoat dong D, E va F 1a khong theo kip lich biéu.
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CHUGONG TRINH 6
Theo dbi ti€n dd du an trong MS Project

B4u hiku thi hoal dbng Thanh ngang thd higa |
4% hodn thaah 100% tién 44 cda hoat dgng|

(€3 Tosk Nome, {Dursion | Stet | Finish T “:

'] A, 8uid ktema components 2vg Friddt Fridkd1s
" 0. Moty root & floor Jwks . Fiddl - FA22
€ Consiruct cofection stack 2wks Mondd 18 Frigw29 |
D.Prconcrels K instaitren  4wks MonAI25  FriAugi9 |
€. Buid high e burner Gwks MonAugl FrAug28 |
Finstol polution conrci syst  Iwks MORAUGT  Fii Augt0 |
G.inslubsrpokidndovicc  Swie Mo Aug 20 FriSep30 |
H.insoedt Stest 2whs MonONt3  PAOCt14 |

Hog! dong F dang chdm
36 lieh bigy, ¢3 nogt 4dng
0 vi E clng viy

Nhiing hoat déng nay cdn phai dugc nghién ciu ti€p
theo d€ xac dinh nguyén nhan gay cham tré. Loai thong tin
dé thi ndy chinh 1a diéu gitp cho cdc phan mém hdu ich
nhu vy trong thuc t€ quan 1y du an.
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TOM TAT -

PERT, CPM va cac k§ thuat lap lich bi€u khic dugc
ching t3 1a nhiing cong cu dang gid trong kiém soat cac du
an 16n va phtc tap. V6i nhiing cdng cu nay, cdc nha quan
tri hi€u dugc thyc trang cda mdi hoat dong, biét hoat dong
nao 1a hoat déng t6i han va hoat déng nao cé thoi gian da
tri; hon ntta, ho ¢6 thé biét rit ngdn hoat dong nao cé §
nghia nhat. Cac dy an dugc chia thanh nhitng hoat dong rdi
rac, cadc ngudn luc cu thé ciing duge xdc dinh. Piéu nay cho
phép cac nha quan tri du 4n phén tdng nhanh nhay trong
tinh hinh canh tranh toan cdu. Quén ly dy &n hdu hiéu
cing cho phép céc doanh nghiép tao ra sdn phdm va dich
vu cho thi trué'ng toan cau. Phdn mém MS Project va nhiéu
g6i phadn mém khéc hién c6 sé gitp cac nha quan tri giai
quyét cac van dé 1ap moé hinh mang (network modeling).

Tuy nhién, PERT va CPM khong gidi quyét tat cd cac
van dé vé 1ap lich biéu va quan 1y dy 4n. Con cin nhiing
thyc hanh quén tri t6t, trach nhiém rd rang vé cac nhiém vu
va hé thong bdo cdo xac thuc va kip thsi. Nhiing mé hinh
md t4 trong chuong nay chi 1a cdc cong cu d€ gitup cac nha
quan tri dua ra cac quyét dinh dung d&n hon.

IV. BAI TOAN

Bai 1:
Hay lap mang AON dua trén théng tin sau:
Hoat ddng Hoat déng lién trudc
A _
B _—
C —
D AB
E C
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Dap an: Hinh 3

Bai 2:

Hay chén mot hoat dong do va mot sy kién vao d€ didu
chinh mang AOA sau '

Hinh 4 |

Dap an

_ChL’mg ta thém vao hoat ddng do va su kién 4o nhu sau
d€ c¢6 dugec mot mang AOA ding:

Hinh 5

@ ®

Hoat dong 4o - " '

_\ mmmn

Gt
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Bai 3:
Hay tinh dudng téi han, thoi gian hoan thanh du dn T

va phuong sai 0'2p dua trén nhidng théng tin vé mang
AON sau:

e [ v
A 3 2% 0 5 5 ; ;

B 2 2/6 0 3 1 4 ”

C 2 4/6 2 4 5 A 5

D | 4 46 3 7 ! Y 1

E 4 2/6 4 8 4 g 5

F 3 1/6 4 7 10 i3 ;

G 5 1/6 8 13 3 1 P
Dap an

Ta k&t ludn dudng t6i han la Start, A, C, E, G, End

Téng thoi gian dy dn =T =2+2+4+5=13

Va |

o% = Z cdc phuong sai trén;du’c\)'ng t6i han = 2/6 +
4/6+2/6+1/6=9/6=15

. Bai 4:

D& hoan thanh 1ip rdp cdnh cho moét méay bay thi
nghiém, c6 bdy hoat dong quan trong lién quan. Nhing
hoat dong nay dugc dit tén todr A dén G trong bang sau,
cing thé€ hién thoi gian udc tinh hoan thanh cda chiing
(tuan) va cac hoat dong di lién trudc.

1) Hay xédc dinh thoi gian ky vong va phuong sai cho
mdi hoat dong.
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2) Xdc dinh dudng tdi han cho toan b6 duy 4n ldp
rép cdnh | |

3) Thdi gian hoan thanh toan bd du é4n..

4) Xéac dinh cac thoi gian bdt dau va k&t thic séin nhat
va tré nhat cho t4t cd cac hoat dong.

Hoat dong a m b Hoat dong di trutc
A 1 2 3 -
B 2 3 4 -
c 7 A A
D 8 9 10 B
E 2 5 8 C.D
F 4 5 6 D
G 1 2 3 E
- Dap an

1) C6 thé tinh thoi gian ky vong va cac phuong sai bing
cach st dung cédc Cong thic trong chuong nay. Cac két qua
dugc tém tdt trong bang sau:

Hoat dong Thii gian ky vong (tuan) Phuong sai
A 2 19
B 3 1/9
C 5 19
D 9 1/9
E 5 1

' F 5 1/9
G 2 1/9
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Mang AON cho dy 4n duogc thé hién trong Hinh 6. Hay
chd ¥ 1a dy 4n nay c6 nhiéu hoat déng (A va B) khéng c6
hoat dong di lién trudc, va nhidu hoat dong (F va G)
khong c6 hoat doéng theo sau. Do dé, ngoai viéc thém vao
mét hoat dong khéi ddu duy nhat (Start), ching ta ciing
phdi thém vao cd mot hoat dong két thiic duy nh4dt (End)
cho du 4n. '

Hinh 6 th€ hién nhing thdi gian sém nhdt va trd nhat
cho tat cd cac hoat dong. Cac két qua cting dugc tém luge
trong bang sau: < : ‘

Thdi gian hoat dong |
- Hoat dong ES EF LS LF  Thai gian du trif
A 0 2 5 7 5
B 0 3 0 3 0
C 2 7 7 12 5
D 3 12 | 3 12 0
E 12 17 | 12 17 0
F 12 17 | 14 19° 2
G 17 19 | 17 19 0

D6 dai thoi gian ky vong ctia dir 4n = 19 tudn
Phuong sai ctia dudng t6i han = 1.333 tudn
- D6 léch chuén ctia dudng t6i han = 1.155 tudn

Cac hoat dc}ng doc theo dudng t6i han 1a BD, E va G.
Nhu thdy trong bang, nhiing hoat dong nay khong c6 do
thdi gian duy tra. ' :
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Hinh 6: Dudng t6i han

Tén
hoat dgng

Hoat dong
bt dau 2o
Hoat dong
k&t thac ao
Thoi gian clia
hoat ddng
Bai 5:

Nhing s6 heu sau dugc tinh tr mot dy an

Téng thoi gian ky vong ctia dy 4n = T = 62 tuan

Phuong sai du an = o =81

Tinh xac sudt d€ du an s& két thic 18 tudn trude thoi
han hoan thanh ky vong

Dap an

Ngay két thic mong mudn la 18 tudn trudc thoi han

hoan thanh ky vong, 62 tuan. Thoi han hoan thanh mong

muodn 12 44 (hay 62 -18) tuln.

Ngay t6i han - Ngay hoan thanh ky vong _ 44 ~62 18
| c -9 9

P

=-20

=
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DPudng cong chudn nhu sau:

~~~~~~~

”Ngay t6ihan =44 7. 40

Vi dudng cong chudn thi d6i xdng va cc gia trj trong
bang dugc tinh cho nhing gia tri duong cda Z, dién tich
mong muén bang 1 - (gi4 tri bang). D61 vé6i Z = +2.0, dien
tich cho tit bdng 1a 0.97725. Do dé, dién tich tuong dng véi
gia tri Z = -2.0 1a 0.02275 (hoic 1 - 97725). Vi vay, xdc suat
hoan thanh dy 4n sém hon thai gian hoan thanh ky vong 18
‘tudn 1a x&p xi .023 hay 2.3%.

Bai 6:

Xac dinh chi phi t6i thifu dé gidm thoi han hoan thanh
dy 4n 3 thdng dua trén théng tin sau: '

Hinh 7

-
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bap an
Hoatdong | ES =~ EF | LS  LF | Thi gian du trdf (Stack)
A 0 9 | 15 9
B 0 7 0 7 0
C 6 13 | 15 22~ 9
D 7 13 7 13 0
E 13 1 22 | 13 | 22 0

Pudng t6i han gém céc hoat dong B, D, va E

Hoat | Thdi gian binh | Thi gian rit | Chi phi Chi phi
dong | thuGng (théng) ngan (thang) = binh thudng rit ngén
A 6 4 $2,000 $2,400
B 7 S 3,000 3,500
C 7 6 1,000 1,300
D 6 4 2,000 2,600
E 9 8 8,800 9,000

Pap an

Bu6c diu tién trong van dé nay la tinh ES, EF, LS, LF,
va do tr® cho mbi hoat dong:

Ti€p theo, phdi tinh chi phi rdt ngin/thang cho tung

hoat dong. :
. Thdi gian binh | Chi phi rit . . Co6nam trén
:::; tqua:g’-thf‘ri ngénfchj phi :3;:/:: a':; duding 16i
; gian rit ngan binh thuong ’ han khéng?
A 2 $400 $200/thang Khang
B 2 500 250/thang Cé
C 1 300 300/thang Khong
D 2 600 300/thang Co
E 1 200 200/thang Co
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Cuéi cung, ching ta s& chon hoat dong trén dudng
tdi han v&i chi phi rit ngan/thang nhé nhat. D6 1a hoat
dong E. Do dé6, chiing ta ¢6 thé gidm t6ng thdi han hoan
thanh dy dn 1 thdng v&i chi phi ting thém 1a $200. Ching
ta van cdn gidm thdi han hoan thanh dy 4n thém 2 thang
nita. C6 th€ thuc hién viéc cit gidm nay trén dudng téi
han vdi chi phi thdp nhat bing céch gidm hoat déng B 2

thdng, v6i chi phi ting thém la $500. K&t qui duogc tong |
k&t trong bdng sau:

Hoat déng So thang giam Chi phi
E 1 $200
B 2 500
Tdng: $700

V. BAI TOAN TONG HOP CHUGNG 3 - 4 - 5

Bai 1: Vi cdc hoat déng ma trinh tu cda ching dugc
trinh bay trong bdng dugi day, hay vé so dé mang hoat
dong trén mdi tén (AOA) thich hgp. Hoat déng nao
ndm trén dudng t6i han? Chiéu dai cda dudng tdi han
la bao nhiéu?

Hoat | Hoat dong | Thoigian | Hoat | __"° | mhai gian
ddn lién tridc (ngay) ddn dang lién (ngay)
ng g2y ong | e gay
A 5 F C 5

B A 2 G EF 2

C A 4 H D 3

D B 5 I | G H 5

E B 5
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Bai 2: Cong ty LEADING dang trién khai mot chuong
-trinh dao tao lanh dao che cdc nha quan ly cdp trung. Cong
ty da liet k& mot s6 hoat dong cdn phai dugc hoan thanh
tride khi chuong trinh dao tao nay ¢ thé tién hanh. Danh
sdch cac hoat ddng, cdc hoat dong lidn trude, va thai gian
thé€ hién trong bang sau:

Hoat | Heat déng | ThOi gian Hoat | Hoaf ddng | ThEl gian
géng | li€n tide | {ngay) dang | li€a trube {ngay)
A - 2 | E A D 3
B - 5 F C 6
- C - 1 G E,F 8
D B 10

1. Lap mang AON cho dif an nay.

2. Xdc dinh duong t6i han.

3. Tinh thoi gian hoan thanh toan bo du 4n?

4. Tinh thoi gian du tr cho ting hoat dong?

Bai 3: C4c hoat dong can thi€t dé€ lap mot thiét bi theo
d&i 6 nhidm héa chdt thi nghiém tai Céng ty CHEMICAL
dugc liet ké trong bang sau. Hay tao mot so dd mang AON
cho cdc hoat dong nay.

Hoatdong | ';’,‘;f:;;;‘f Hogt dong | ?i%itifﬁgs
A - | i |
B - F B
C A G C,E
D A H D, F
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Bai 4: Nhiing hoat déng dudc trinh bay trong bang sau

cho céng ty COM:

Hoat ddng Hoat dgng lién tide Thii gian
A - 9
B A 7
C A 3
D B 0
E B 9
F ¢ 4
G E,F 6
H B S
l G, H 3

1. Hay vé so d6 PERT AON thich hop cho nhém quén Iy

cua cong ty.

2. Hay tim dudng t6i han.

3. Tinh thoi gian hoan thanh ctia dy an?

Bai 5: Cong ty SERVICE 18p thdm cho cdc van phong
thuong mai. rdt quan tdm dén lugng thoi giah can d€
‘hoan thanh mdt s6 céng viéc hién tai. M6t s6 nhan vién
rdt thi€u tin cdy. M6t danh sdch cdc hoat déng va thoi
gian hoan thanh lac quan, thdi gian hoan thanh binh
thudng, thoi gian hoan thanh bi Eiuan (tdt cd déu tinh
bdng ngay) cho mét hop déng méi duge cho trong bang

dudi déy:
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Hoat d(‘_)ng' Thot gian (ngay) Hoat ddng lién trude

. a m b o
A 3 6 8 -
B 2 4 4 :
C 1 2 3 -
D 6 7 8 c
E 2 4 6 B,D
F 6 10 14 - AE
G 1 2 4 A E
H 3 6 9 F

| 10 11 12 G
J 14 16 20 C
K 2 8 10 H,I

1. Hiy xdc dinh thoi gian- hoan thanh ky vong va
phuong sai cho méi hoat dong ,

2. Tinh xdc sudt d€ cong ty s& hoan thanh du 4n t6i da
trong 40 ngay

Bai 6: Chi phi t6i thi€u dé€ rdt ngdn thoi gian 4 ngay
trong du 4n sau 14 bao nhiéu?

| Hoat [Th&i gian binh| Thai gi?n Chiphi | Chi phi | Hoat dong
dong |thudng (ngay)| rit ngan | binh thudng | rit ngdn | lién trude
A 6 5 $900 $1,000 -
B 8 6 300 400 -
C 4 3 500 | 600 -
D 5 3 900 1,200 A
E 8 5 1,000 1,600
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Bai 7: Cong ty phdn mém SOFTWARE dang xem xét
viéc phét trién mot phién bdn méi cho mét sin ph&m phén
mém cu thé. Cac hoat dong can thiét cho viéc hoan thanh -
dy an nay dugc liét ké trong bang sau:

Hoat |Thdi gian binh| Thai gian rit| Chi phi Chi phi .| Hoat ddong
ddng | thudng (tudn) | ngén (tudn) |binh thudng | rit ngn | lién trude

A 4 3 $2,000 | $2.600 | -

B 2 1 2200 | 2,800 -

C . 3 3 500 500 -

D 8 4 2,300 2,600 A

E 6 3 900 - | 1,200 B

F 3 2 3,000 4,200 C

G 4 2 1,400 | 2,000 D,E

1. Th&i han hoan thanh du 4n 14 bao 1au?

2. T8ng chi phi cdn d€ hoan thanh dy 4n nay theo thoi
han binh thudng 1a bao 1au?

3. Néu ban muén gidm thoi gian cdn d€ gidm hoan
thanh dy 4n 1 tudn thi nén rdt ngdn hoat dong nao? Pidu
nay lam ting téng chi phi bao nhiéu? '

4. Thoi han t6i da ¢6 thé rit ngén 14 bao nhiéu? Chi phi
s€ tang lén bao nhiéu? » :

Bai 8: Cong ty STEEL san xudt cac thi€t bi kiém sodt 6
nhiém theo yeu cdu khach hang cho nhiing xuéng thép c6
quy mé trung binh. Dy 4n gan nh4t ma STEEL ddm nhiém
doi héi phdi ¢6 14 hoat déng khac nhau. D& 11eu lién quan
dugc cho trong béang & dudi.

1) Cac giam déc cda STEEL mudn XAc d1hh thoi gian
hoan thanh dy &n (theo ngay) va nhiing hoat ddng ndm trén
dudng toi han
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2) Xac sudt hoan thanh trong 53 ngay la bao nhiéu?

Hoat Hoat déng Théi gian Thei gian  Thai gian .
ddng lién tridc iac guan thong thudng bi guan
A - 4 6 7
B - 1 2 3
C A 6 6 6
D A .5 8 11
E B,C 1 g 18
F D 2 3 6
G D 1 / 8
H E, F 4 4 6
[ 1 G H 1 | 6 8
J l 2 5 7
K | 8 9 11
L J 2 4 6
M K 1 2 3
N LM 6 8 10

Bai 9: Khi s dung PERT, YACHT c¢6 thé xdc dinh thoi
han hoan thianh ky vong cda dy 4n ch€ tao du thuyén la 21
thang, va phuong sai ctia du¢ an la 4.
1) Tinh x&c sudt d€ du 4n hoan thanh trong 17 thang?
2) Tinh x4c sudt dé du an hoan thanh trong 20 thang?
3) Tinh xac sudt d€ dy an hoan thanh trong 23 thang?

4) Tinh x4c sudt d€ du 4n hoan thanh trong 25 thang?
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DAP AN BAY TOAN TC . > HQP CHUONG 3, 4, 5
. Bai1:

A-C-F-G-1 1a dudng t6i han, chidu dai 21 ngay
Bai 2: (1)

(2) B-D-E-G
(3) 26 ngay
(4)
_ Hoat dong Thai gian dy tri
' A 13
B 0
C 11
D 0
E 0
F 11
G 0
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Bai 4: (1)

(2) A-B-E-G-1, la dudng t6i han (Critical Path)
(3) 34 tuan
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Bai 5:

A, 5.83, 0.69
B, 3.67, 0.11

C, 2.00, 0.11

D, 7.00, 0.11
E, 4.00, 0.44
F, 10.00, 1.78
G, 217,025
H, 6.00, 1.00
I, 11.00, 0.11
J, 16.33, 1.00
K, 7.33,1.78

Bai 6:

Dufo’ng t6i han 1a C - E véi 12 ngay, t6n $1100 de rit
ngin 4 ngay.

Bai 7:

(1) 16 (A-D-G)

(2) $12,300

(3) D; 1 tudn $75

(4) 7 tulny; $1,600

Bai 8:

(1) A-C-E-H-I-K-M-Nj; 50 tudn

(2) 82.1% '
" Bai 9;

(1) 0.228

(2) .3085

(3) 8413

4) 9772



KiET THOC DU AN

Bai 1: Céc y€u t6 can thyc hién trudc khi két thic du 4n?

Dap an:

Khi khach hang cta du 4n chdp thuan cac két qud cudi
cing, 1a dén thoi diém dé két thac du an. Dy an dudce két thiic
khi céc thanh vién du 4n da ti€p nhan va danh gia moi phan
héi vé du an, va khi da chia s v6i t§ chiic, cac bai hoc kinh
nghiém t¥ du &n va cac khuyén nghi cai tién. Piéu nay s&
.giip cac nhom dy an trong tuong lai nhan rong thanh cong
dat dugc va tranh cac van dé va that bai ma nhém da trai qua.

~ * D€ dat phén hdi (feedback) tir cac khach hang vé thanh
qua ctia dif 4n > bang cudc hop phdn héi véi khach hang.

* Phén tich cong viéc dién tién trong dur 4n va phat trién
cdc ¥ tudng cai tién > bang cudc hop nhém dé phat trién
bai hoc kinh nghiém.

° Danh gid du an v6i nha tai trg > t6 chtic cudc hop
danh gid du an vd&i nha tai trg.

* Ghi hd so cic két qua du 4n va céc kién nghi cho du
an tuong lai > Lap bao cdo k&t thic.
- Bai 2: N6i dung cufc hop d€ nhan phin hdi ¥
khach hang?

Pap an:

Panh gia cic cam két da thuc hién d6i véi du an:

Trinh bay tém luge vé6i khach hang bao cédo téng quan
vé k& hoach dy an va moi thay ddi trong k& hoach, cling
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mdi nha tai trg du hop d€ ho ¢6 co hoi dua ra cac phan hoi
b8 sung cho nhém dy 4n.

~ * D@ nghi phan hoi cta khach hang vé sy thda méan-déi véi
cac k&t quéd cta du 4n, két qua nao dap tng hodc chua dap
ting ki vong cta khach hang, 1dng nghe va dua ra cac cau hoi.

* Dé nghi khdch hang phdn héi vé qué trinh danh gi&
va chdp thuan du dn: quéd trinh danh gid ¢é dap ung ky
vong khach hang hay khong? Diéu nao lam ho hai long,
khong hai long. Khach hang nghi rdng nhém dy 4n nén
ti€p thu diu gi ti qué trinh? Khach hang c6 ¥ tudng gi vé
su cai tién? '

* Pé nghi khdch hang phdn hdi cdm nhan cta ho vé
hiéu quéd st dung ngudn luc du 4n: Lich bi€uy, thoi gian lam
viéc cda nhan sy dy 4n, ngdn sach dy an c6 thyc t&€ khong?
Céac két qua cla du &n c6 giad tri hon chi phi tién bac, thoi
gian, va nhan luc? Khach hang ¢6 céc dé xudt d€ cai thién
cach thic s¢ dung ngudn luc? 4

¢ D& nghi khach hang phdn héi vé chat luong va
muc d6 thudng xuyén cda cdc bdo cdo tién d6 ma ho
nhan dudgc. o

D& nghi khach hang danh gia qua trinh thyic hién dy 4n:

- Ho cdm nhan vé qud trinh thé nao?

- Ho ¢6 dugc truyén dat rd rang vé cdc muc tiéu cda
du an? :

- K& hoach du an c6 chu dao khong?

- Su tuong tac ctia khach hang véi lanh dao dy 4n va
nhém du an ¢6 tich cuc khong?

- Qua trinh quan ly thay déi c6 ti€n hanh t6t? '

* Khich hang dé xudt nhém dy 4n thyc hién diéu gi
khéc biét trong du an tuong lai. Qué trinh thyc hién dy an
cdi tién th& nao? :
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Bai 3: N§i dung cudc hop téng két cda nhém dv an
thé nao?

Pap an: '

Cudc hop nhim danh gi4 cac k&t qua ctia du 4n va cac
bai hoc va cac kién nghi cdi tién, gidp nhém du &n hoc
dugc ti¥ thanh coéng va cac sai s6t d€ c6 thé thuc hién cong
viéc t6t hon trong dy an tiép theo '

(1) Panh gid thuc hién cdc muc tiéu cda du 4n: Can ¢6
cdc phdn héi t nha tai tr¢ va cdc bén lién quan
(stakeholders) truéc cudc hop. Théng tin nay sé quan
trong d€ danh gia dy 4n va dua ra cdc bai hoc kinh
nghiém to du an

(2) So sdnh két qud thuc t&€ v6i k& hoach (trong pham vi
du an), rit ra cac bai hoc:

Céc két qué c6 pht hop céc tiéu chudn chap nhan cda
khéach hang va nha tai trg? Khach hang va nha tii trg c6
thda mén véi céc ket qua? '

Rdi ro cda viéc tao ra cdc két qud cé dufo’c danh gia
chinh x4c? Céc gid dinh ¢6 dung ddn? Céc bién phap doi
ung c6 hiéu qua? '

(3) Banh gid qua’trinh kiém tra va phe chuédn

Qua trinh kiém tra va phe chuén y&u t6 nao thyc hién
tot, chua t6t? C6 ki€ém tra dd? Kiém tra qué nhiéu? C6 phan
cdng duing ngudi kiém tra?

(4) Kiém tra thanh vién nhém, c6 dding nhan su dua vao

nhém? Cac thanh vién ngiu nhién ¢6 hitu ich?
| (5) So sanh thuc tién vé lich bi€y, thoi gian va ngan sach
v6i k&€ hoach: Lanh dao nhém s& chudn bi va phan phat bao
cdo vé cac bign dong trudc cudc hop. C6 céc sai léch so véi
k& hoach du 4n? Nguyén nhan? Rui ro khong dap ting thdi
han chét cda lich bi€u ¢6 duge danh gia. chinh xac?
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(6) Danh giad b4do cido tinh hinh du an: Bdo cdo c6 kip
thoi, ¢6 hiu ich trong viéc giam sat dy an? Tai sao?

(7) Danh gia thong tin phén héi va qué trinh- trién khai
duf én, va dé xudt cdc ¥ tudng cai tién: |

- Danh gia phdn héi tir nha tai trg va cic bén lién quan

- Panh gi4d c4c két qua khdo sat, va thdo luan vé nhan
thiic ctia thanh vién nhém vé qua trinh. Viéc gl hieu quj,
khong hiéu qua? Thuc hién qua trinh quan ly thay dé&i thée
nao? Cuéc hop nhém c6 higu qua?

(8) Thdo luan cac bai hoc kinh nghiém vé du &n, va dua
ra cac-y tudng cai tién.

Bai 4: Noi dung cudc hop téng két véi nha tii trg

thé nao? ,

Cudc hop nhidm danh gi4 cing véi nha tai tro cac két
qué ctia dy 4n va céc y tudng cdi ti€n so bd cda nhém du
én. Bang viéc cé duoc cac y tudng dau vao tr nha tai trg
trude khi viét bao cido két thic, nhém dy 4n s& c6 loi ich
dat dugc cac y tudng ctia nha tai trg va da dugc chdp thuan
vé céc ki€n nghi cudi ciing cia nhém.

* Panh gia k& hoach dy 4n va cac thay d6i trong k&
hoach di duogc duyet. ’

* Danh gid cac két qua cda du 4n: cic két qua do du 4an
cung cap, qué trinh kiém tra va phé duyeét, rdi ro trong viéc
cung ung cac két qui, thanh qud cta nhém, lich bi€u, thoi
gian, du todn va bdo cao du éan.

* Thdo luan véi nha tai trg cc bai hoc méa nhém di tigp
thu tit du 4n, va dé nghj cdc bai hoc b8 sung tir nha tai trg.

* Thdo luan céc ¥ tudng cai tién cda nhém, b sung vdi
Cac y tudng cai ti€n tf nha tai trg.
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" Bai 5: Bao cao k&t thic dy an gdém céc ndi dung gi?
Lap bao cdo tdng két dy an cho 8 chiic dé€ giai thich su
thuc hien du an va cac bai hoc kinhnghiém, va dua ra cac kién
nghi cho ban quan tri cdp cao vé& cac cai tién trong qua trinh

quan tri du an. Qua béo cao téng két, nhém du an chia sé kinh
nghiém du an v&i ban quan tri va cac nhom du an tuong lai.

(1) Lap phdn tém tit cho béo cdo két thic du éan, gbm

- cac muc sau:

- Pham vi Dy 4n va Rui ro (Project Scope and Rlsk)
- Lich biéu du &n (Schedule)
- Thoi gian lam viéc cia nhan su (Staff Time)
- Chi phi (Costs)
- Bai hoc kinh nghiém (Lessons Learned)
Cac noi dung sau bao géom trongcéc muc:
- Muc tiéu k& hoach ban dau, thoi han cudi.
- Céc thay d6i so v6i k€ hoach.
- Céc két qua thuc t&€ cda.dy 4n vé thoi gian, ngan sach
ngay hoan thanh k&t qua cudi cting cac cong viéc, sy danh
gia ctia khach hang vé cac k&t qua cudi cung.
- Bai hoc kinh nghiém lién quan trong m&i muc, va diéu

gl s& dugc thuc hién theo cdch. khac trong lan t&i, tom tat
cac bai hoc kinh nghiém va cac kién nghi cai tién du an.

(2) Béo cédo vé céc bién dong trong du an, phan héi ti
‘khach hang, nha tai trg, nhém dy én, bai hoc kinh nghlem,
cac kién nghi cho céc du an tuong lai. Pua vao cac két qud
td cac budi hop déanh gia.

(3) Phan phat bao cdo cho nha tai trg, cac thanh vién
nhém, hoic cho nhém chi dao c6 nhiém vu glam sat du an,
's8 1a ngudn ¥ tudng dé€ cai ti€n va nhu nguén da liéu c6
'thé diing d¢€ phén tich thong ke.
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PHU LUC

GIA TRE THOI GIAN CUA TIEN TH
(TIME VALUE OF MGNEY)

L Giéa tri hién tai (PV - Present Value)
1) Thtta s6 gi4 trj hién tai cia mot khoan tién trong tuong lai:
PVF = Present Value Factor hay Discount Factor (DF)

PVE=DF = L
ad+i)"
py =5V
1+D°

FV = gié tri khodn tién tuong lai ,
2) Thita so gia tri hién taj cda dong tién hoidc-chudi tién tuong

’

lai (trong n thoi ky) véi suat chidt khiu i, s6 thoi ky n:

Thi du:
1=10%
0 1 2 3 n
— ] | | — —
A=1000 A= 1000 A = 1000 1000
1000 _ l ‘
i1 909,09 l
@ = 826,45 =+
,12
1000 _ L3
13
1000 e 1‘
1,11

% =PVAF4q
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PVAF = Present Value Annuity Factor

Goi A 1a khoan tién déu tai méi nam (chudi nién kim)

PVAF, , = 1- (1i+ ™

v6i i = suat chiét khziiu
n = s& nam

Khodan tién trong hién tai s& la:

pzA{l__(.l___Jr_i)__n}
P

II. Gia tri tuong lai (FV - Future Value)

1) Thita s6 gi tri tuong lai cdia mot khoan tién trong hién tai

FVE = Future Value Factor hay Compound Factor (CF)

FVE = (1 + i)° | ‘

FV = PV (1 4 i)

2) Thita s6 gia tri tuong lai cGa dong tién hoic chudi tién
trong n thdi ky tuong lai, sudt chiét khau i

FVAF = Future Value Anmity Factor hay CVAT = Compound
Value Annuity Factor ' ‘ :
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Bai Tap — Bai Gidi Qudn Tri Dy An Hién Pgi

Béng 5.1: Duding cong phan bé chuin

1.55
Standard Deviations
=

0
Mean

S
155

4

DE tinh toan b§ dién tich dudi dudng cungfhué'n dén diém 2, ta c4n biet diém a6
cagh trj trung binh bao nhigu 43 18ch chudn (o)

00

Thi du: Z céch mean 1,550, tra bing ta duge dién tich (xdc sudt) 13 0.93943

z 01 02 .03 04 05 .06 .07 08 0%
0 50000 .5039% 50798 51197 51595 51994 52392 52790 53188 53586
3 53983 54380 54776 55172 35567 55962 .56356 56749 157142 57535
2 57926 58317 .58706 59095 - .59483 59871 60257 60642 61026 61409
3 61791 62172 62552 62930 © 63307 G3683 54058 64431 64803 .. .65173
K] 63342 65910 66276 66640 67003 67364 67724 68082 68439 68793
5 69146 69497 69847 70194 .70540 70884 71226 71566 71904 72240
6 72575 72907 73237 73536 73801 - 74215 74537 .74857 75175 75490
7 75804 6115 . 76424 76730 77035 71337 77637 77935 .78230 78524
-8 78814 79103 79389 79673 79955 .80234 80511 80785 81057 81327
9 81594 81859 82121 82381 82639 82894 .83147 83398 83646 .83891
1.0 84154 84375 84614 84849 .85083 835314 85543 85769 .85993 86214 .
11 86433 .86650 86864 87076 87286 87493 87698 87900 88100 .88298
12 88493 88686 .88877 89065 .8925] -89435 89617 89796 .89973 80147
1.3 .90326. 90490 90658 90824 90988 91349 91309 91466 91621 81774
f4 91924 92073 92220 92364 92507 52647 92785 92922 93056 93189,
[ 93319 93448 93574 93699 93822 93943 94062 94179 94295 94408
1.6 94520 94630 04738 .94845 94950 95053 95154 95254 95352 95349
1.7 95543 95637 85728 95818 95907 95994 96080 96164 96246 96327
1.8 96407 96485 96562 96638 96712 6734 96856 96926 96995 .97062-
1.9 97128 97193 97257 97320 97381 97441 97500 97558 © 97615 97670
2.0 97725 97784 97831 97882 87932 97982 98030 98077 98124 98169
2.1 98214 98257 98360 98341 98382 98422 98461 98500 98537 98574
22 98610 98645 98679 98713 98745 98778 .58809 98840 BR870 98899
23 98928 98956 98983 99010 .99036 99061 .99086 9911t 99134 99158
2. 99180 949202 99224 99245 99266 99286 99305 99324 99343 99361
2.5 99379 99396 99413 99430 99446 99461 99477 99492 99506 99520
2.6 99534 99547 99560 98573 99585 99598 99609 99621 99632 99643
27 99653 95664 99674 99683 99643 99702 99711 99720 99728 99736
28 99744 99752 99760 99767 99774 99781 99788 99795 99801 99807
29 99813 99819 99825 99831 99836 . .99841 99846 99851 99856 59861
30 -99865 99869 99874 99878 99882 99886 99899 99893 99896 99900
3.1 99903 99906 99910 99913 99916 99918 99921 99924 99926 99929
32 99931 .89934 99936 99938 99940 99942 99944 99946 99948 99950
33 99952 99953 949955 99957 99958 99960 T 99961 99962 99564 - 99965
34 99966 29968 59969 99970 99971 199972 99973 99974 99975 99976
3.5 99977 59978 99978 £9979 H9980 99981 .99981 99982 99983 99983
36 99984 99985 99985 99986 99986 99987 .99987 99988 99988 . .99989
3.7 59989 99990 99990 99990 99991 299991 99992 .99992 99992 99992
38 99993 99993 99993 99994 99994 99994 99994 99995 99993 99995
39 99995 99995 199996 99996 99996 89996 99996 99996 99997 .99997
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Bang 5.2

1.55 Standard
Deviations

Area shaded
is .43943

_lfj._:}: 3
0 1.65

Mean z

PE tinh dién tich dudi dugng cong chush ti tri trung binh dén diém Z
Thi dy: Z cach mean 1,550, tra béng ta ¢d dién tich 1a 0,43943

03"

z 00 01 02

0.6 00000 00399
0.1 03983 04380
02 0 1 .07926 08317
PRV i

49889
49016 - 49918 49921




BAI TAP — BAI GIAI
QUAN TRI DU AN HIEN DAI
R * 8

MBA. NGUYEN VAN DUNG

NHA XUAT BAN TAI CHIiNH

Chiu trach nhiém xuit ban
NGUYEN VAN TUC
Bia:

TRAN THI MAI LANH
Sta ban in:
NGUYEN TH] THU NGAN

In 1000 ban khd 16 x 24 cm tai Cong ty C8 phan in Hung Pha.
S6 dang ky ké hoach xudt bdn 19-2009/CXB/431-281/TC
In xong va ndp luu chiéu Quy 1V ndm 2010



NHA SACH KINH TE

.CONG TY TNHH TM - DV - QC HUONG HUY
S /% : Sl,i'c manA cia tri thiec thank t6ng
’ ‘ % b

Chiing tbi: .

Chuyén. phdt hanh cdc loai Sdch va Gido trinh Kinh t& -
Quan Trj Kinh doanh qua h& théng phan phdi rong rdi toan
qudc va cdc “Siéu thi sdch ban 1&”: Kinh t& hoc, K& todn ~
Kiém todn, Théng ké, Quan tri — Kinh doanh, Marketing,
Tai chinh - Tién t8 — Npin hang, Ching khodn, Phap
luat, Anh ngi¥ va T di€n Anh ngi¥ céc loai.

Mua ban, trao d8i, ky g&i; mua ban quyén phdt hanh,
hdp tac xudt ban voi cdc trudng dai hoc trong nudc va gubc
t€, hgp ddng ban thao véi cdc tac gid, dich gid; lign két cic
nha xudt ban trong linh vuc tri thitc hién dai.

Nhan thigt k& bia sich, quang cdo, in &n, ch& bén, gidy
phép xudt ban, hoan chinh cdc-ban thio cho cac tic gia.

Mang lugi phan phéi sich dén cdc trudng Pai hoc,
Vién dao tao, cac Trung tam dao tao Khdi nganh Kinh t&
- Kinh doanh, c4c Thu vién, va quy Thdy, C6 & cdc Tinh,
Thanh pho 1am gido trinh gidng day va nghién cifu.

Déc biét ¢6 chuong trinh trg gid sdch cho Sinh Vién,
cho Gidng vién mua s& lugng nhiéu. )

Tru s¢ chinh: NS. KINH TE 1 Chi nhdnh: NS. KINH TE 2
S6 4908 N.T. Minh Khai, P.2, Q.3, TP.HCM 41 Pao Duy T, P.5, Q.10, TP.HCM
(D&i dién Cong 3 Trudng DH Kinh t&€ TPHCM

Co s& B 279 Nguvén Tri Phuong)
21840 Duy Ti, P.5, 010, TP. HCW

(Ba_B). BEGTOIZS

i

¢
‘3
éé
HONG VUONG

e
e
== T ¢
WOUYER THEN TRUAT
! .
Nn? SACH KINH TE

490 B Nguyén Th} Minh Kual, 2.2, 9.3, TP, KCM
(34.8). 38327482 - 38237464 - Fax: 38337462

NGUYEN THI BINH KHA!

SR ik i

Website: www.nhasachkinhte.vn, Email: nhasachkinhte@hem.fpt.vn

* Lién hé phdt hanh, mua ban, trao ddi, kj gifi:
Phong kinh doanh: DT: 08.38337462, 3,4,5,6 Fax: 08.38337462
' " PT: 08.38301659, 38301660 Fax: 08.38337466
* Lign hé hgp tdc xuat ban sdch, thiét k& bia sach, in 4n, ché ban...:
Phang ché ban: DT: 08.38337464 Fax: 08.38337464





