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TOM TAT:

Bai nghién citu ddnh gi4 thuc trang cong tic quan ly du 4n tai Ban Quan ly du 4n diu tu xay

dung (QLDA BDTXD) chuyén nganh dan dung va cdng nghié&p tinh Kién Giang trong thdi gian qua.

K&t qua nghién cifu da rit ra dudc nhitng k&t qua va han ché ton tai vé: 1) Cong tic 1ap k& hoach

dy 4n; 2) Cong tdc quan 1y d&u thau; 3) Cong tdc quan 1y kinh phi thyc hién du 4n; 4) Cong tic

quan Iy ti€n do du 4n; 5) Cong tic quan ly chat lugng du 4n; 6) Cong tdc quin 1y an toan lao dong,

vé sinh mdi trudng. Tir d6, dé xudt nhitng gidi phdp nhim hoan thién cong tic QLDA tai Ban

QLDA DTXD chuyén nganh dan dung va cdng nghié€p tinh Kién Giang trong thdi gian tdi.

Tu khoa: quan 1y du dn, cong tdc quan ly du 4n, hoan thién cong tic quan 1y du dn, cong trinh

xay dung dan dung, tinh Kién Giang.

1.Pat van dé

Thdi gian qua, Ban QLDA BTXD chuyén nganh
dan dung va cong nghiép tinh Kién Giang da thuc
hién t8t vai tro, chifc ning 12 co quan tham muu
UBND tinh diu tu xay dung, quan ly diéu hanh du
dn cédc cong trinh BPTXD dan dung va cong nghiép
trén dia ban tinh Kién Giang. Nhiéu du 4n da hoan
thanh ban giao dua vao st dung mang lai hiéu qua
kinh t&€ cao, nhu: Bénh vién Pa khoa tinh Kién
Giang (quy m6 1.020 giudng bénh); Bénh vién San
- Nhi; Bénh vién Tam thin; Trudng THPT Hon
Dbat; Nang cao ning luc Trung tAm dich vu viéc lam
Phii Qudc; Thu vién tdng hop tinh,... Qua dé, gop
phan hoan thién hé thdng co s ha tAng, cd s& vat
chat khang trang, thi€t bi hién dai gép phin cai
thi€én, nang cao doi sffng van hoéa, sdc khoe, tinh
than clia nhan dan trong va ngoai tinh.

Tuy nhién, trong qud trinh thyc hién hoat dong
QLDA vin con gip nhiéu khé khiin, han ché gay
4nh hudng dén chat lugng cdc dy 4n dau tu. Mot
s6 du 4n chim ti€n d9, kéo dai thdi gian so vdi
quyét dinh dau tu va thdi gian qua tinh trang nay
c6 xu hudng ting dan. Dy 4n cham tién do din
dé&n nhiéu hé qui, trong d6 tdc dong nhat 13 trugt
gid 1am ting tdng mitc dau tu du 4n gdy tham hut
von ngan sdch nha nudc. Ngodi ra, cong tdc ddm
bdo vé sinh moi trudng trén cOng trudng xay
dung hién nay chua dugc Ban QLDA BTXD thuyc
st quan tAm nhiéu, mdt s6 nha thau thi cong chua
dua ra dudc bién phap dé ddm bio moi trudng tai
cong trinh x4y dung cling nhu cdc khu vyc lan
can, dic biét 1a cdc cong trinh ndm trong do thi,
khu vyc dong dan cu. Cdc nha thau hién nay méi
chi 1ap bién phdp quan 1y an toan lao dong trong
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hd so du thau, con khi trién khai thi cong thi
dé ti€t kiém chi phi cho doanh nghiém nén hiu
nhu cdc don vi nha thau chua cé bién phap cu thé
dé dim bdo an toan cho ngudi lao dong. Chinh
vi vdy, viéc hoan thién cdng tdc QLDA tai
Ban Quén 1y 13 cong viéc cAn thi€t va khong
thé thi€u.

XuA't phét tir nhitng ton tai, han ché néu trén, tic
gia quyét dinh Iya chon nghién ctu dé tai: “Hoan
thién cong tdc qudn ly dw dn cdc cong trinh xdy
dung dan dung va cong nghiép tinh Kién Giang”,
v6i mong mudn tim ra gidi phdp khic phuc va
hoan thién cong tic QLDA ctia Ban QLDA BTXD
chuyén nganh dan dung va cong nghiép tinh
Kién Giang.

2. Panh gia chung cong tac quan ly dy 4n cta
Ban QLDA dau tu'xay dung tinh Kién Giang

2.1. Nhitng két qud dat dugc

Cong tac gidi ngan k& hoach von va cong tic
diéu hanh quan ly hiing nim déu c6 nhiéu chuyén
bi€n tich cuc va dat dugc hiéu qud cao. Theo bdo
cdo tdng két tinh hinh thyc hién nhiém vu cia Ban
QLDA DTXD chuyén nganh dan dung va cong
nghiép tinh Kién Giang qua cdc nim tir 2018 dén
hé&t nim 2022, ty 1& gidi ngdn von hang nim dat
vuot k& hoach, chi tiéu ctia Tinh 95% k& hoach von
(UBND tinh Kién Giang, 2022).

Ludn dit van dé chat lugng va ti€n do cdng trinh
1én hang ddu nhiim dua cong trinh vao st dung sém
nhat c¢6 thé va ddm bao vé chat lugng cong trinh
theo quy dinh; thudng xuyén don doc theo doi sat
sao ti€n dd va kip thdi dua ra cdc phuong an xtt 1y,
hiéu qua nhat d€ cdc cong trinh sém hoan thanh
dua vao st dung. Trong nhitng nim qua, cic cong
trinh do Ban Quén 1y diéu hanh ludn ddm bio vé
ti€n do va chat ludng, khdng c6 cong trinh phai xi
1y vi pham hgp ddng.

TS chitc bd mdy va ddi ngii vién chifc cda Ban
Quan 1y cd ban hoat dong cé hiéu qua, ddp Gng
yéu cau nhiém vu chinh tri dugc giao. Riéng trong
niam 2022, di kip thdi t8 chic trién khai, thuc hién
cong tdc ban giao nhiém vu Chii ddu tu; dong thdi
ban hanh Quyé&t dinh giao nhiém vu tam thdi cho
cdc phong chuyén mon thudc Ban Qudan ly; xay
dung cdc quy trinh va quy ché& phdi hgp dé t8 chitc
thuc hién nhiém vu Chd dau tu cdc du 4n dau tu
cong cta Ban Qudn 1y dugc t6t hon, nhim gép
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phin hoan thanh t6t nhiém vu chung cda tinh
(Van phong UBND tinh Kién Giang, 2022).

2.2. Nhiing han ché con ton tai

- Cong tac l1ap k& hoach dy 4n: Nhiéu dy 4n tinh
to4n chua chinh xdc, du bdo chwa day di, din dén
chua dy phong dugc tit ca rli ro trong qud trinh
thuc hién dy 4n. Nhiéu dy 4n d3 phai xin gia han
thdi gian thuc hién kéo dai sang nim ti€p theo hoic
xin dung thuc hién do khong tim dugc phuong dn
gidi quyét.

- Cong tac quan 1y ddu thau:

Viéc Iwa chon don vi triing thau theo tiéu chi gid
thap nha't nén nhiéu nha thiu sau khi tring thiu thi
cong véi ti€n do rua, chat lugng cong trinh thap,
thAm chi thua 18 khdng con kha niing thi cong kéo
theo d& dang du an.

Viéc xay dung bd tiéu chuin, yéu ciu chat
lugng hd so mdi thau chua cao, chua dip tng yéu
cAu dit ra. H5 so mdi thiu mang tinh chung chung,
cam tinh va huéng vio mot s6 nha thiu giy ra tinh
canh tranh khong binh ddng trong d4u thau.

- Trong cong tic quan ly kinh phi thuc hién
du an:

+ S8 lugng du 4n bi diéu chinh tdng mitc diu tu
tdng qua cdc ndm.

+ Don vi tr van thi€t k€ x4c dinh khéi lugng
cong viéc tinh todn lam thi€u chinh xdc, din téi
phai diéu chinh b8 sung. Mot s6 cong tdc bi tinh
tring, tinh 1ap nhiéu 1an.

Phit sinh nhiéu thii tuc bt budc phdi diéu chinh
gid, khdi lugng thuc hién hgp ddng, ton nhiéu thdi
gian va chi phi.

- Cong tic quan 1y tién do du 4n:

+ Cong tdc theo ddi, diéu chinh ti&n dd kip thdi
ctia Ban QLDA chua t8t. Trdch nhiém gidm sat,
phét hién hién tudng cic y&u td gdy cham ti€n do
chua thyc hién tot. Pic biét 1a chua 4p dung cic
cong nghé phuong tién quan ly ti€n do hién dai tién
ti€n trén thé gidi vao cdng tic quan ly ti€n dd thuc
hién duv 4n clia minh.

- Cong tdc quan 1y chat lugng du 4n: Nhiéu nha
thau thi cong cong trinh khong phit hop véi thi€t k&,
tiéu chuin, quy chuén ky thuat nhung chua phat hién
va xt ly kip thoi. Hé thong t6 chiic ddm bao chit
lugng cong trinh khdng cé hodc thanh 1ap chi 1a hinh
thitc, hiéu luc chua cao. Cong tac chi dao, kiém tra,
kiém soét chat lugng cong trinh con bi budng 1dng.
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- Cong tdc quan 1y an toan lao dong, vé& sinh moi
trudng:

+ Cong tdc quan ly an toan lao dong trén cong
trudng hién nay chua dugc quan tAm ding muc,
chua thiy dugc tAm quan trong clia né trong sudt
quaé trinh thi cdng xay dung cong trinh.

+ M4y méc, thi€t bi clia nha thiu thi cong chua
dugc yéu cau ki€m tra vé ki€m dinh, ding ky cla
cdc cd quan c6 thim quyén theo quy dinh, cong tic
kiém tra stc khoe, trang bi dung cu bao hd lao
dong, huan luyén vé an toan lao dong cho ngudi lao
dong khi tham gia thi cdng xdy dung trén cOng
trudng van con chua diing quy dinh.

2.3. Nguyén nhén ciia nhiing han ché

Chua cé sy chudn bi k§ ludng, ciing nhu chua
xdc dinh dudc tat ca rdi ro trong qua trinh thuc hién
dv 4n. Thao tdc qua mdy tinh trén hé th6ng mang
d4u thAu qudc gia con nhidu ling ting. Hién tugng
qué tai clia hé thdng mang diu thau qudc gia dnh
hudng dén viéc ding tai thong tin vé dau thiu.

Han ch€ vé ning luc, kinh nghiém clia tv van
d4u thiu. Ban Quén 1y giao phé toin bd cong viéc
d4u thau cho don vi tu van, budng 1dng quin ly din
dén rii ro don vi tu van thong thau 1am sai 1éch két
quéa d4u thiu. Pia hinh, dia chit va khi hau clia tinh
Kién Giang Ia tuong doi phic tap nén lam cong téc
thi cong xay dung cac dy dn bi anh hudng nghiém.
Mot s6 don vi nha thau thi cdng xay dung tuy ddm
bdo ndng luc nhung chua c¢6 kinh nghiém thi cong
x4y dung tai cdc viing dic thi din t6i bi chAm tién
dd. Mot sd can bo gidm sit clia Ban QLDA c6
chuyén mon tay nghé chua cao va con non kinh
nghiém nhiéu. Bén canh dé, y thiic trich nhiém ctia
mot s6 cin bd ciing con chua thuc sy quyét tAm,
nhiét huyé&t v6i cong viéc gidm sat chit lugng thi
cong cong trinh. Nhan thitc cia mdt s6 nha thau thi
cong xay dung con coi nhe cong tic ddm bdo an
toan lao dong.

3. Céc giai phap hoan thién cong tiac quan ly
dy 4n dau tu xay dung

3.1. Gidi phdp hoan thién bo mdy to chiic,
nhén sy

Xay dung bd may nhian sy QLDA tinh gon ddm
bdo vé so lugng va chat lugng nhim ddp tng dugc
nhu ciu dé ra. Khi tuyén dung Ban Quan 1y phai
thi€t 1ap dudc tiu chuin nang luc, chic danh cong
viéc, thi tuyén cong khai, nghiém tiic, tao cd ch&

khach quan lya chon dugc can bd c6 di nang luc
chuyén mén, pham chit dao difc.

3.2. Gidi phdp hoan thi¢n cong tdc lgp k& hoach
dudn

Ti€n hanh nghién citu thi trudng, sang loc thong
tin, du dodn nhitng bi€n dong, nhitng rdi ro c6 thé
x4y ra trong tuong lai, tir d6 dua ra dudc nhitng k&
hoach du phong ngay tir khau lap du d4n, ddm bao
hiéu qud kinh t& - xa hoi clia du 4n, phlt hgp véi k&
hoach da dé ra khi thuc hién thuc t&.

Xay dung k& hoach von ddp dng dd nhu cau
thyc hién du 4n, phit hgp véi thdi gian va khdi
lugng thuc hién.

3.3. Gidi phdp hoan thién cong tdc dau thau

Xay dung cdc bd miu hd so mdi thau chi tiét
trén co s& miu cia Bo K& hoach va Piu tu; ting
cudng tinh bdo mat clia tai liéu ddu thau; quin ly
chiit ché quy trinh thyc hién diu thau; c¢6 ché tai cu
thé @€ chong tiéu cyc trong diu thiu, xi 1y nghiém
minh nhitng trudng hgp vi pham Quy ché& d&u thau.

Ting cudng 4p dung hinh thitc ddu thau rong rii,
han ch& giao thau va ddu thau han ché. P& ddm bio
chit lugng nha thiu diing theo yéu cau da dé ra,
Ban Quén 1y cAn quén triét cdc cdn bd tham gia
cong tac ddu thiu mot cach rd rang, qué trinh chim
thau phdi ddm bio cong khai, minh bach, tuan thd
ding theo cdc quy dinh cia Nha nudc trong hoat
dong dau thau.

3.4. Gidi phdp hoan thi¢gn cong tic qudn ly
kinh phi

Cai ti€n phuong phap ki€ém sodt chi phi trong
qué trinh 13p dy 4n, dy todn bd phan, hang muc
cong trinh, diéu chinh tong mic diu tu: Sau khi
nhin dudgc tf;ng du 4n, du todn bo phan, hang muc
cong trinh do don vi tu van 1ap, so sanh véi gid tri
tong mic dau tu va thi€t k& dudc duyét. Néu goi
thau clia dy 4n phic tap vi Ban QLDA khong dt
ning luc ki€m sodt can phdi thué mot s& don vi tu
van thim tra c6 ning luc va kinh nghiém dé gitp
Ban QLDA kiém sodt 1ap mot s6 phudng dn tiét
kiém chi phi trinh chti ddu tu.

3.5. Giai phdp hoan thi¢n cong tdc quan ly tién
dodudn

- P&i véi cong tdc gidm sit cdc goi thau thi cdng
x4y dung, c6 dé xuit nhu Hinh 1.

- Pdi v6i cong tic gidm sit cic gbi thiu trf van
dau tu x4y dung: Nghién cttu dua ra ggi ¥ cho Ban
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Hinh 1: Bé xuét so dé kiém sodt tién dé thi céng céng trinh

Thuc hién ké hoach tién d9 thi cong

giai doan hoidc bé phin cong

|

Theo déi tinh hinh thi cong

Y
Phén tich, xit Iy s6 liéu vé
tien do thi cong

h 4

Xic dinh tién d6 thwe té

Khéng (-)

Hinh thanh ké hoach tién @5
thi cong méi

Dé xuit bién phap xir Iy

[

Phiin tich nguyén nhin sai léch
va anh huwéng cia sai léch dé voi
str thure hi€n cong viéc tiep theo

Co (+)

Kiém tra co sai khac so véi ké
hoach tien do khong

Bdng 1. K& hoach ti&n dd chi tiét thuc hién hgp déng tu véin khdo sét dia chét

™ Nhiém vu cong viéc cn thyc hién f'h‘f'c':::':]g tTh'L‘: ﬁ:::
1 | Lap nhiém vu khdo sat dia chat cong trinh 300 10 ngay
2 | Phé duyét nhiém vu khao sat dia chat cong trinh 1bd 1 ngay
3 | Khoan hg khoan dia chat cong trinh 816khoan, 31622mva51615m | 30 ngay
4 | Kiém tra chétlugng, nghiém thu két qua khao sét dia chéat cong trinh 3bo 1 ngay
5 | Thanh toan hgp déng tu van khdo sat dia chat cong trinh 400 1 ngay

QLDA Iap bang k€& hoach ti€n do thyc hién chi tiét
g6i thau tur van khdo sat nhu'tai Bang 1.

3.6. Gidi phdp hoan thi¢n cong tdc qudn Iy chat
luong du dn

P& khic phuc vé tinh trang nghiém thu thdi gian
qua cia Ban QLDA BDTXD chuyén nganh dan dung
va cong nghiép tinh Kién Giang, hién chua c6 quy
trinh, nghién ctu dé xut quy trinh nghiém thu cho
Ban QLDA tai Hinh 2.
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Nguén: Dit liéu khdo sdt cia tdc gid, 2023

3.7. Gidi phdp hoan thi¢n cong tic quan ly an
toan lao dong, vé sinh méi truong va phong chong
chdy né

- Gidi phdp dam bdo vé sinh moi truong: Che
chin xung quanh khu vyc xay dung dy 4n nhim
gidm thiéu mitc do tdc dong clia bui, cdc chit giy 6
nhiém khong khi ra bén ngoai. Céc loai xe chuyén
chd nguyén vat liu (dat, cét, sbi, xi ming...) va xe
ben bit budc phai c6 bat che phi hgp 1y dé tranh
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Hinh 2: Bé xuét quy trinh qudn Iy nghiém thu
céng trinh xdy dung

Hinh 3: Pé xudt quy trinh qudn ly dém bdo an
toan lao déng

M& dau

!

Tiép nhin yéu chu nghi¢ém thu
cia Nha thau

A 4

Thirc hién do dac, tinh

toan khoi rong t L
bat ()
) 4
Khong
: ) dat ()
Kiém tra ket qua tinh toan

va xac nhan khoi lwong

Dat (+)

Khong
g dat ()
Kiém tra sw phu hop _
vé phap Iy cda ho so

Ky xdc nhin khéi lwong
hoan thanh

v
Két thic

phat tdn bui trén dudng di va phai dugc chuyén chd
dén cdc bdi thai theo quy dinh. Cdc phuong tién van
chuyén han ch€ nd mdy trong thdi gian dirng chd

TAILIEU THAM KHAO:

Bfln QLD.!} can cir vao hd so moi
thiu, dir thiu va bién phap té chirc
thi cong da duyét

l

Ban QLDA yéu chu nha thau thi céng
lip bién phap dam bao an toan lao
dong trén cong truwong

]

Yéu ciu
Nha thiu
thi cong lap
lai

,
Khéng dat yéu
cau (-)

Ban QLDA cir can b
kiém tra bién phap an toan
cua nha thau thi cong

Pat yéu cdu (+) l

Ban QLDA phé duyét bién phap an
toan lao dgng thi cong xiy dyng

Ban QLDA cir can b§ kiém tra vét liéu
dau vao

|

Ban QLDA thuc hién tiép tuc
giam sat thi cong xay dwng

bdc d& nguyén vat licu. Han ché sit dung cdi trong
nhitng trudng hop khdng cin thiét.

- Gidi phdp ddm bdo an toan lao dong va phong
chéng chdy no: Nghién cttu dé xuat quy trinh quén
1y dam bdo an toan lao dong, vé sinh modi trudng va
phong chéng chdy nd trén cong trudng clia Ban
QLDA DTXD chuyén nganh din dung va cdng
nghiép tinh Kién Giang tai Hinh 3 m
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SOLUTIONS TO IMPROVE THE PROJECT
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INVESTMENT PROJECT MANAGEMENT BOARD
OF KIEN GIANG PROVINCE
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ABSTRACT:

This study assesses the current project management of the Construction Investment Project
Management Board of Kien Giang province, and proposed solutions to improve the board’s
project management, especially in civil construction projects. The study points out the results and
limitations of the board in terms of 1) Project planning; 2) Procurement management; 3) Project
budget management; 4) Project progress management; 5) Project quality management; and 6)
Management of occupational safety and environmental sanitation. Based on the study’s results,
some solutions are proposed to improve the management of the Construction Investment Project
Management Board of Kien Giang province in the coming time.

Keywords: project management, perfecting project management, civil construction, Kien
Giang Province.
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