TAP CHi KHOA HQC TRUONG PAI HOC HONG PUC - SO 60.2022

NANG CAO NANG LUC QUAN LY DU AN CUA BAN QUAN LY
DU AN PAU TU XAY DUNG CAC CONG TRINH NONG NGHIEP
VA PHAT TRIEN NONG THON THANH HOA

Lé Quang Hiéu', Hoang Trung Kién?
TOM TAT

Nang luc quan Iy dy dn la mot thuoc do danh gia kha nang cua mot don vi quan [y du
dn, ddc biét la cac don vi Quan Iy dir dn dau tw xdy duwng tir nguon von ngdn sdach Nha nudc.
Nghién cuu nay Su dung cdc dir ligu tha cap la cdc bdo cdo ngi bg két hop véi dir ligu so
cap duwoc thu thdp théng qua bang héi danh cho 112 cdn bg dang céng tac nham danh gid
nang lyc quan Iy dy dn cia Ban Quan Iy dir dn dau tue xdy dung cdc cong trinh Néng nghiép
va Phat trién néng thén Thanh Hoa trén 4 tiéu chi gom: Nang luc phdn tich va thiét lgp di
an; Nang luc nhan Su, tham dinh va phé duyét du dn; Nang luc trien khai du an; Nang luc
kiém tra, kiém sodt thuc hién du dn. Tir két qua nghién cuu thuc trang, nghién cuu ciing chi
ra 4 nhém Qidi phdp nham ndng cao néng lyc quan 1y dir dn cia Ban Qudn Iy du dn dau tw
xdy dung cdc céng trinh Néng nghiép va Phat trién néng thén Thanh Héa.

Tir khéa: Nang luc qudn Iy, céng trinh xdy dung, Nong nghiép va Phat trién néng thon.

1. PAT VAN BE

Ning lyc quan 1y dy 4n cta cac Ban Quén 1y du an dau tu xay dung tir nguon von
ngan sach Nha nudc da co nhidu thay doi tich cuc ca vé hinh thirc va chat lwong vio nhimng
nam gan day. Trong thoi gian qua trén dia ban tinh Thanh Hoa, nhiéu du 4n dau tu xay dung
ha tang k¥ thuat dugc xay dung va sau khi hoan thanh da phat huy hiéu qua kinh té - xa hoi
tot. Bén canh nhitng du an co chét lugng, tién d6 nhanh, dap ung dugc muc tiéu, nhiém vu
dérava mang lai hi¢u qua kinh té, van con co nhitng dy an cham tién do, chat luwong khong
cao. Mot s6 nguyén nhan dugc chi ra: ning lyc quan Iy du 4n chwa phu hop, nhén thirc chua
day du vé cong tac quan Iy dy an, sy phdi hop chua tt giita chu dau tu va cac don vi thuc
hién, chat luong can bd quan 1y dy an cia mot s6 Ban Quan ly du an dau tu xay dung chua
dap tng duoc yéu cau thyc té.

Ban Quan ly du an dau tu xdy dung cac cong trinh Nong nghiép va Phat trién nong
thon Thanh Ho4 la don vi sy nghié€p cong lap, truc thuoc UBND tinh Thanh Ho4, day ciing
1a mot trong nhimg don vi quan 1y dyu an hang dau trong linh vuc nong nghiép, thiy loi va
dé diéu trén dia ban tinh. Trong hon 5 nam qua da dugc giao nhi€ém vu thyc hién trén 50 dy
an véi tong murc dau tu khoang 5.519,54 ty dong. Trong qua trinh t6 chirc thuc hién di dat
duge nhiéu két qua dang khich 1€, tuy nhién van con ¢ mot sd han ché. Nghién ctru nay tap
trung vao danh gia thyuc trang nang luc quan 1y du an cta Ban Quan 1y du an dau tu xay
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dung cac cong trinh Nong nghi€p va Phat trién nong thon Thanh Hoéa (sau day viét tit 1a Ban
QLDA), tir d6 d& xuat mét sd giai phap nham ning cao ning luc trong cong tic quan ly du
an tai Ban QLDA trong thoi gian toi.

2. THUC TRANG NANG LUC QUAN LY DU AN CUA BAN QUAN LY DU AN
DAU TU XAY DUNG CAC CONG TRINH NN&PTNT THANH HOA

2.1. Thuc trang vé ning lwc phan tich va thiét [ap dw an

3.99 3.94
3.48 3.61

CONG TAC LAP BAO CONG TAC TO CHUC CONGTACLAPDU  CONG TAC QUY

CAO BE XUAT CHU LAP BAO CAO PHONG CHI PHI  HOACH CHI TIET TOT
TRUONG PAUTU  NGHIEN CUUTIEN  DBUGQC TINH TOAN
KHA THI DAY BU

Hinh 1. Két qua khao sat danh gia nhan dinh niing lwc phén tich va thiét 1ap du an

Nguon: Két qua diéu tra khao sdt ciia tac gia (2021)

Cac du an do Ban Quan 1y dy an thyc hién da s6 1a cac dy an duoc cép c¢6 thim quyén
thong qua chu truong dau tu, viée phan tich vé tinh hiéu qua, tinh kinh té, xa hoi thuong bj bi
d6ng. Tuy nhién, khi duoc giao lap bao céo dé xuat cha truong dau tu Ban Quén 1y du an di
thuc hién tot va duoc Cép c6 thAm quyén thong qua, voi diém trung binh nang lyc phan tich
va thiét 1ap dy 4an 1a 3,76 trong d6 cong tac 1ap bao cao dé xuat chu truong dat mic cao nhat
(3,99), cong tac tb chuc 1ap bao cao nghién ctu tién kha thi con han ché khi chi dat 3,48 diém.

2.2. Thuc trang vé ning lwc nhan sy, thAm dinh va phé duyét du an

Téng s6 lao dong hién c6 ciia Quan 1y du an 1a 112 nguoi, gém 102 ngudi o trinh do
dai hoc tro 1én (chiém 91%), co ban dap tmg dugc yéu ciu cong viéc cia Ban QLDA. Tuy
vay, néu ddi chiéu vai dé an ngudn nhan lyc dugce phé duyét chua dap tmg d vi tri vide lam
theo quy dinh (bang 1).

Bang 1. S6 ngwdi lam viéc theo vi tri viée 1am tai Ban Quan ly dy 4n nim 2021

Chuce danh | Theo de 38 neusi lam|  Péanh
STT Vi tri viéc lam nghé nghi€p/ | an dugc | .. & F .,
N R ~.| viéc thuc té gia
ma ngach | phé duyét
Lanh dao, quan 1y, diéu hanh|  K¥ su hodc
1| (Ban Gidm déc) twong dwong | % 04 bat
Hoat dong nghé nghiép - <
2 |(Chudn bj ddu tw va thim ulfozf“ dﬁﬁf 73 64 -9
dinh du an; Thuc hién du an) & &
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3 | K¢ toan 06.031 15 9 - 06
4 | Keé hoach - Tong hop KS 14 10 - 04
5 |Hanh chinh, Van thu, Thuy o on visn | 27 25 -02

quy, Lai xe, Bao vé
Cong 133 112 -21

Nguon: Ban QLDA dau tw xdy dung cdc cong trinh NN&PTNT Thanh Hod nam 2021

V& Ning lyc nhan su thim dinh va phé duyét du 4n (hinh 2) chua that sy cao khi chi

c¢6 diém trung binh 3,26 diém. Trong d6 ning luc thuc hién ding quy trinh 1ap va tham dinh
dat thip nhét (3,21 diém).

THUCHIEN PUNGQUY  COSUPHOIHGQPGIUA  CANBO PHU TRACHCO CUNG CAP HO SO BE GIAI
TRINH LAP VA THAM PINH CAC BQ PHAN PE DPAM  KINH NGHIEM, NANG LUC  TRINH, LAM RO CHO CO

DU AN BAO CHAT LUQNG, TIEN QUAN THAM PINH, PHE
PO, TRANH VIEC CHONG DUYET NHANH CHONG,
CHEO CHINH XAC

Hinh 2. Panh gia vé ning lwc nhan sy thim dinh va phé duyét dw an
Nguon: Két qua diéu tra khdo sdt ciia tac gia (2021)

e===Ban Giam doc  ====Quan Iy cap phong Nhan vién —ess=Columnl
3.46 4 A 383 o
— 3 1] 93 —____f\
358 > 3.48 518 '

O P N W b~ O

Nhom ky ndng lam  Nhom ky néng giao  Nhom k¥ nang dam Nhom ky néng chuyén
viéc nhom tiép, tao moi quan h¢  phan, thuyét trinh mon/ky thuét

Hinh 3. Thuc trang nhan dinh ky ning vién chire, ngwoi lao dong tai Ban QLDA
Nguon: Két qua diéu tra khdo sdt ciia tac gia (2021)
Vé k¥ niang ngudi lao dong, nhin chung nhém ky niang nhém k¥ nang chuyén mon, k¥
thuat dugc danh gia cao nhat véi s6 diém trung binh 1an luot 1a 3,83; 3,78 va 3,81 nhoém ¢
s6 diém thap nhat 1a nhom k¥ nang lam viéc nhom.
Thai d¢ cia nguoi lao dong lam viéc tai Ban Quan ly du an dugc danh gia véi 9 tiéu
chi. Két qua tong hop trong bang 2, véi muc diém trung binh 1a 3,83,
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Bang 2. Thuyc trang thai do lam viéc cua vién chire, ngwoi lao dong

x , Ban uan ly | Nhan biém
i Tiéu chi Giam dbc c??p ph(‘)r};g vién |trung binh
Ve thai d6 lam viéc: 09 tiéu chi (TB = 3,83)
1 | Pam mé vadi cong viéc 4,00 4,00 3,76 3,92
2 | Tinh than lac quan 4,00 3,75 3,82 3,86
3 | Kha ning thich nghi tot 4,00 3,75 3,71 3,82
4 | Coi trong d6i tac, dong nghiép 4,00 3,75 3,71 3,82
5 | Chap hanh noi quy co quan 4,00 3,75 3,35 3,70
6 | Pham chat chinh tri, dao durc cach mang 4,00 3,75 3,82 3,86
7 | Tinh ky luat, tinh than trach nhiém 4,00 3,75 3,71 3,82
8 | Tinh than cau thi, ham hoc hoi 3,50 4,00 3,65 3,72
9 | Thai do ding muc, trung thuc 4,00 4,00 3,88 3,96

Nguon: Két qua diéu tra khdo sdt ciia tac gia (2021)
2.3. Thuc trang ve nang luc trien khai dw an

Ning luc thuc hién va quan 1y dy 4n trong cong tac thiét ké, du toan tai Ban QLDA hién
nay co ban dap tmg yéu cau. Pa s6 can b thuc hién, quan 1y thiét ké, du toan c6 chuyén mon
nghiép vu, nang lyc theo quy dinh va nhiéu kinh nghiém. Trong cong tac quan ly thi cong xay
dung cung cap va lap dat thiét bi cong trinh: Ban QLDA ¢6 du diéu kién nang luc theo quy dinh
Vé tu van giam sat nén da phan cac Dy an dugc giao déu do Ban QLDA ty thuc hién giam sat
du 4n, dam bao cong tic quan 1y thi cong xay dung dwoc chat ch, tuan thu thiét ké. V&, quan ly
tién do thi cong xay dung du an, trudc khi trién khai, Ban quan 1y du 4n da 1ap tién do chi tiét
cho timg giai doan, timg thang, timg quy trén co s& phi hop Vi tong tién do cua du an da duoc
phé duyét. Kiém tra phé duyét tién do thi cong xay dung chi tiét ciia nha thau, bé tri xen k& két
hop cac cong viéc can thuc hién nhung phai bao dam phu hop véi tong tién do cua duy an.

CONG TAC TO CHUC THUC ~ CONG TAC TO CHUC THUC  CONG TAC TO CHUC THUC  CONG TAC TO CHUC TIEP
HIEN, QUAN LY CONG TAC  HIEN, QUAN LY CONG TAC  HIEN, QUAN LY CONG TAC NHAN, GIAI NGAN VON THEO

LAP, THAM PINH, PHE DUYET  LUA CHON NHA THAU; THI CONG XAY DUNG CAC  TIEN BQ THUC HIEN DU AN
THIET KE VA DU TOAN XAY THUGNG THAO, KY KET HQP DU AN VA HOP BONG KY KET
DUNG CONG TRINH PONG

Hinh 4. Panh gi4 vé nhan dinh niing lyc trién khai dy 4n
Nguon: Két qua diéu tra khdo sdt ciia tac gia (2021)
Khéi lwong thi cong xay dung dugc tinh toan, xac nhan gita Ban Quan 1y du 4n va Nha
thau thi cong xay dung, dwoc ddi chiéu véi khdi lugng thiét ké duoc duyét dé 1am co so nghiém
thu, thanh toan theo hgp dong. Bio cdo voi S& Nong nghiép va Phat trién néng thon Thanh
Ho4 nhitng khéi lugng phat sinh ngoai thiét ké, du toan xay dung cong trinh nong nghiép.
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2.4. Thuc trang vé nang luc kiém tra, kiém soat thuc hién dw an
Bang 3. Két qua khao sat danh gia ning luc kiém tra, kiém soat thuc hi¢n du an
biém | Bo I@ch
trung binh| chuan
3,42 0,657

Chi tiéu

Can b thyc hién cong tac kiém tra, kiém soat ¢ chuyén mén, ning
lyc, kinh nghiém

Thoi gian kiém tra ho so, thanh toan cho nha thau dung véi quy dinh | 3,62 0,647
Hoat dong thanh tra con tién hanh thudng theo chuong trinh

ké hoach va phat hién ra dwoc sai pham dé tién hanh giai quyét 3,6 0,547
binh ky gui bao cao giam sat dau tu cho co quan quan ly Nha nuéc 3,64 0,682
theo quy dinh

Viéc hudng dan kiém tra chat lugng cac cong trinh ctia S¢ duoc tién 4,06 0,741

hanh thuong xuyén, nghi€ém tuc.
Diém trung binh 3,67
Nguon: Két qua diéu tra khdo sdt ciia tac gia (2021)

Cong viéc kiém tra, kiém soat ho so nghiém thu, thanh toan, quyét todn la dac biét
quan trong, két qua khao sat chi ra ning luc nay tai Ban QLDA co ban dap t6t cac yéu cu
ctia kiém tra, kiém soét.

Danh gia chung

Xét vé nang luc quan 1y du an c6 thé khang dinh Ban Quan 1y du an co ban dap tng
cac yéu cau va quy dinh. Bén canh dé con boc 16 mot s6 ton tai va han ché chu yéu nhu sau:
Cong tac td chirc, diéu hanh, thuc hién cua bd may hoat dong c6 mot sb diém chua hiéu qua;
Cong tac Iya chon nha thau, tham dinh thiét ké, dy toan con phat sinh nhiéu thi tuc va kéo
dai thoi gian so véi quy dinh; Thoi gian kiém tra ho so lién quan dén cong tac nghiém thu,
thanh toan, quyét toan va xir 1y cac ton tai ciing bi kéo dai.

Mot s6 nguyén nhan dan dén ton tai han ché duoc chi ra: Nang luc quéan ly giam sat du
an cta mot s6 can bo con han ché, kha ning thim dinh, phan tich tai chinh, kinh té cta dy an,
phéan tich tac dong mai trudong con yéu; Nang lyc cua Ban tryc thudc, diéu hanh dy an trong
viéc quan Iy mat phan gidi gitra cac to chire tham gia du an con han ché; Khung logic cua du
an chua dugc st dung nhu mét cong cu quan 1y du an htu hiéu. Chua van dung cac ky thuat
va quan 1y tién tién dé phan dinh va phéi hop giita cac bén tham gia du 4n mot cach hidu qua.

3. MOT SO GIAI PHAP NANG CAO NANG LUC QUAN LY DU AN CUA BAN
QUAN LY DU AN PAU TU XAY DUNG CAC CONG TRINH NN&PTNT THANH HOA

3.1. Nang cao ning luc 1ap du 4n, 1ap tong mire dau tu cia dw an dau tw xay dung
va ning luc trong cong tic dau thau

Dé nang cao chét lugng hd so khao sat thu thap sé liéu can: lya chon don vi khao sat
¢6 kinh nghiém, ning luc pht hop voi yéu cau dé ra cua dy an; Cong tac khao sat phai thuc
hién cu thé, chi tiét va day du cac thong sd; Quy dinh rd trach nhiém caa don vi khao sat néu
c6 sai s6t vé dir lidu dan dén sai sot trong qua trinh thiét ké dan t6i phai thay doi két cau, cau
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tao cong trinh; Dé nang cao chat luong hd so thiét ké can lam tét cong tac 14p, thim tra, tham
dinh va phé duyét.

Nang cao ning lyc chuyén mon cta can bd trong Ban QLDA, trang bj day du céac kién
thirc vé dau thau ciing nhu kién thirc chuyén mon. Nang cao chit lugng cong tac 1ap thiét ké
k¥ thuat, thiét ké bao vé cong trinh va dy toan. Thyc hién tét trach nhiém cia bén moi thau
v6i nha thau, dam bao diéu hoa méi quan hé gitra nha thau véi dia phuong, dam bao cho nha
thau nhitng diéu kién thuan loi trong viéc thi cong cong trinh x4y dung trén dia ban.

3.2. Ning cao ning luc ngudn nhan lyc

Tap trung hoan thién cac hoat dong chii yéu, gém: tuyén dung; sir dung, dio tao, boi
dudng, danh gia sy thyc hién va tao dong luc 1am viéc nham muc tiéu xay dung duoc mot
d6i ngii ngudi lao dong thuc hién quan 1y du an da vé sb luong, dap ung yéu cau chat luong
vé kién thirc, ki nang va thai do, phu hop vé co ciu.

3.3. Xay dung quy trinh va td chirc ddu tw xay dung tuin thi cic quy dinh cia
Nha nudéc

Xay dyng quy trinh kiém soat trudc, trong va sau qua trinh bo von dau tu: Kiém soat
truge khi bo vén dau tu, giam sat thong qua qua trinh 18p dy an, 1ap ké hoach vén dau tu.
Pua ra quy dinh, tiéu chuan, chi tiéu bat budc, thuc hién mot cach cu thé, rd rang. Kiém soat
trong khi bo vén dau tu, trach nhiém giam sat von dau tu thudc vé cha dau tu, dam bao thong
thoang, tao diéu Kién cho cac chu dau tu day nhanh tién d6 thuc hién dy an. Trach nhiém
cuia nguoi thanh toan von chi dirng lai trén hd so dé nghi thanh toan von. Tham tra sau khi
bo von dau tur, kiém soat ngay sau khi thanh toan va nang cao tinh phap 1y, trach nhiém trong
ting lan thanh toan.

4. KET LUAN

Nang lyc quan Iy du an la mot nhan t6 quyét dinh dén viéc thanh cong cua du an tir khi
duoc lap dén khi hoan thanh, dac biét 14 cac du 4n 16n. Chinh vi vay can phai nang cao ning
lyc quan 1y dy 4an cua Ban QLDA ca vé chiéu siu va tinh chuyén nghiép méi c6 thé dap tmg
duoc nhu cau ciing nhu ky vong dau tu ciia Ban Quan 1y dy an dau tu xay dung cac cong trinh
NN&PTNT Thanh Hoa ndi riéng va cac chii dau tu, cac Ban quan 1y du an khac noi chung.

Nghién ctru dd 1am rd thuc trang Vé ning luc quan 1y dy 4n, phan tich dugc mat manh,
mit yéu vé nang lyc quan 1y du an, dong thoi dua ra mot s6 giai phap nham nang cao nang luc
quan 1y dy an ctia Ban Quan Iy du 4n dau tu xay dung cac cong trinh NN&PTNT Thanh Hoa.
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IMPROVING THE CAPACITY THANH HOA AGRICULTURE AND
RURAL DEVELOPMENT INVESTMENT AND CONSTRUCTION
PROJECT MANAGEMENT UNIT

Le Quang Hieu, Hoang Trung Kien
ABSTRACT

Project management capacity is a measure to assess the ability of a project
management unit, especially investment and construction project management units from
the State budget. This study uses secondary data, which are internal reports, combined with
primary data collected through a questionnaire for 112 staffs to assess the project
management capacity of Thanh Hoa Agriculture and Rural Development investment and
construction Project Management Unit based on 04 criteria, including: Capacity to analyze
and set up projects; Personnel capacity for project appraisal and approval; Project
implementation capacity; Capacity to inspect and control project implementation. From the
results of the situation analysis, the study also points out four groups of solutions to improve
the project management capacity of Thanh Hoa Agriculture and Rural Development
investment and construction Project Management Unit.

Keywords: Management capacity, construction, Agriculture and Rural Development.
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