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TOM TAT: Hién nay cac dy an dau tu xdy dung dang 1a mo hinh pho bién va anh huong dén nén kinh té nuéc ta. Tuy
nhién viéc dau tu xay dung con nhidu yéu kém; thoi gian kéo dai, no Xdu ting cao... gay thit thoat ngan sach nha nudc va
tré thanh van dé birc xGc cua xa hoi. Vi thé dé quan Iy mot du 4n thanh cong can phai c6 ké hoach cu thé dé didu phdi du &n
tir khi bat dau dén két thic vé thai gian, chi phi, nhan lyc, ky thuat, chat lugng. Xuat phét tir nhitng vin dé dé, bai bao da
phan tich thyc trang tinh hinh quan Iy cac dy an dau tu khu dan cu tai Trung tdm phét trién quy dat tinh Dong Nai, dé xuat
cac giai phap nham khic phuc nhitng diém yéu con ton tai trong don vi.

TU KHOA: Qudn Iy di &n, D dn ddu tw xdy dung.

ABSTRACT: Currently, construction investment projects are popular models and affect the economy of our country.
However, the construction investment still has many weaknesses; Over a long period of time, bad debt increased ... causing
loss of state budget and becoming an urgent problem of society. Therefore, to manage a successful project it is necessary to
have a specific plan to coordinate the project from start to finish in terms of time, cost, manpower, technology, quality.
Stemming from these problems, the article has analyzed the current situation of the management of residential investment
projects at Dong Nai Land Development Agency, proposing solutions to overcome the remaining weaknesses. exists in the
unit.
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1. GIOI THIEU

Téng gidam doc
Hién nay Pong Nai thu hut dugc hang loat cac dy an cai

tao, xdy dung mé&i khu dan cu cta nha dau tu. Tuy nhién,
| |

c4c hién twong tidu cuc con kha phd bién trong xay dung co [

P T . A e A . A e Gidm dbc K¥ s Giam déc Giam déc
ban lam dnh hudng truc tiép chat lwgng cong trinh, giy that 5t chinl rodmg ‘ v xult marketing
thoat, lang phl‘lon.’ Viéc quan ly tot dat dai, bat dong san l —{ anvien |* l l
anh hudng nhiéu dén xa hdi. Vi thé quan ly cac cong trinh — l 2
str dung von ngan sach cta Trung tdm Phat trién quy dat p— Gidm sit ky
tinh Pong Nai trong thoi gian qua di dat dugc nhiing ket k9 thujt co thujt dién

* Vit tr diy mét
cin bd ¢6 thé lanh

*

quéa nhat dinh nhung bén canh d6 van con nhitng han ché
nén viéc hoan thién cong tic quan 1y du 4n dau tu xay dung
1a diu cén thiét.

dao mot du an

R i o Hinh 1. Mgt phdn dién hinh cia té chirc theo chite nang
2. MO HINH QUAN LY DU AN [5]
2.2 Mo hinh ma trian
2.1 Md hinh chire ning , .
Trong mét to chirc dang ma tran, giam doc du an chiu

Nhieu cong ty to chac theo kieu phan cap véi cac b acpy nghiém va vé co ban sé& 1ap giao kéo véi cac can bd

phan chirc ning chuyén biét vao mot loai cong tac cu thé.
Cép quan ly bén trén c6 thé chia mot du an thanh céc cong
tac khéc nhau va chi dinh ching cho cac bo phan chirc nang
thich hop. Rbi sau ch5 du an dugc lap ngén sach va quan ly Received: 09, 9. 2021
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quan ly chirc nang trong vi¢c hoan thanh cac nhiém vu cong
tac cu theé.
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Chu tich
I I I 1
Trrdng quan Iy Phé chi tich Phé chu tich Phé chi tich Phd chu tich
churong trinh ky thuit & thi nghiém dam bao chat lugng hanh chinh quan tri san xudt
1 ’—‘—'—. ‘ ‘ 2 t L
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ky thudt ky thudt ky thudt kiém sodt k¥ thuit quan tri hop dong hiu cin k¥ thusit
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Trirong Ky su K§ s Ky su Ky sur Ky sur K§ sur Chuyén gia K§ su Ky su
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T H T T T H
....... U S S (U N R U O N U S N
Trirong K§ su Ky su Ky sur Ky su Ky sur K§ s Chuyén gia K§ su K§ su
duanB [ duyan |— | thiétke | | thinghiém chat hrong di tin cay ke hoach hopdong | | hducidn san xuat

Th::im quycf:n theo chirc ning
Tham quyén theo du éan

Hinh 2. Mét phan dién hinh cia t6 chikc theo ma trdn

2.3 M6 hinh nhédm quan ly du an

Mot du 4n cd tam quan trong dic biét va doi héi sy nd
lyc toan bd thoi gian cia mdt nhom cod thé dugc giam sat
boi mot nhdém quan 1y dy an. Cac ca nhan lam viéce toan bd
thoi gian duoc chi dinh vao dy an va thuc té 1am viéc cung
c4c thanh vién khéac cua nhom. Dy 4n ¢6 cAu triic quan 1y va
ngan sach riéng nhu 1a mdt bo phan tach biét ctia don vi.

3. PHUONG HUONG PHAT TRIEN CUA TRUNG
TAM
3.1 Mt s6 van dé kho khin ciia trung tim
O Viét Nam ciing c6 md hinh, giai phap quan 1y dat dai
hiéu qua nhu mé hinh giam sat cong dong dat dai & phuong
Hung Phii v Hung Thanh (Tp Cén Tho) di mang lai higu
qué thiét thuc trong viéc quan 1y dét dai. Ban giam sat co vi
tri truéng ban va pho ban déu do ngudi dan dam nhiém,
tham gia c6 dai dién mot s6 té chirc, doan thé nhu hoi phu
ntt, 180 thanh cach mang... Ban ¢6 trach nhiém thu nhéin
thong tin, y kién tir moi ngudi dan rdi phan hdi va d& xuét
chinh quyén giai quyét. [8].

Tuy nhién mé hinh nay khé ap dung & Pong Nai boi md
hinh nay dugc thyc hién vdi hinh thire ty nguyén, thanh
vién ban giam sat phai c6 chuyén mon trong quan ly dat
dai. Mit khac, Pong Nai c6 rat nhiéu khu cong nghiép nén
tap trung rat nhidu dan di cu tir noi khéc t6i sinh séng va
lam viéc, nhu cu vé& dit ¢ rat nhiéu din dén tinh trang 14n
chiém dét, chia 16 ban nén, xay dung trai phép tran lan, kho
quan ly.

| GIAM POC |

CAC PHO GIAM DOC

PHONG HANH CHINH
TONG HQP

PHONG QUAN LY VA
PHAT TRIEN QUY DAT

PHONG KY THUAT PHONG BOI THUGNG

Hinh 3. Co cdu té chirc cia trung tam [6]

Khi méi thanh 1ap, hoat dong cia trung tdm gdp nhitng
kho khén:

- Chi phi bdi thuong, tai dinh cu bi truot gid theo thoi
gian, cy thé nhiéu cong trinh Trung tdm da tong hop kinh
phi boi thuong hd trg qua cao vuot tong mirc dau tu.

- Cong tac dau tu: nang luc cong nghé - ky thudt thap, it
kinh nghiém vé quan 1y ciing do kho khan vé vén nén don
vi khéng ty chu dugc ké hoach.

- Tinh hinh quan 1y dat dai nudc ta ngay cang phtc tap
do nan 14n chiém trai phép, tranh chip tai nguyén, sy tuy
tién trong quan 1y & cac cap chinh quyén trong linh vuc
nay... don vi roi vao tinh trang can dan va thiéu co s¢ tai
nguyén.

Tuy nhién trung tam co6 thuan loi 1a cac phong ban cia
don vi chi chdt da co truyén théng hoat dong trong nganh,
gin bo véi nganh, duoc sy gitp d& ciia Pang va Nha nudc
trong viéc chudn bi khai thic va tai tao quy dét co quy mo
16n dé dap tmg v6i thuc trang trén.

3.2. Giai phap hoan thié¢n té chirc
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3.2.1 Té chitc lai b may

So d6 to chic phong ké hoach dau tu hién tai [7]

Trwdng phong KH BT

Phé phong vé ké hoach Phé phong vé dau tw

T théng ké ké hoach T théng ké ki thuat

Hinh 4. M6 hinh té chizc Phong ké hoach va Pau tu cia
Trung tdm

Diém quan trong nhét 1a thay dbi phuong an té chirc
nhéan sy ciia Phong K& hoach va Pau tu (Phong chirc ning
chinh cua Trung tdm hién nay la Phong Pau tu va Quan Iy
du 4n dau tu) nhu sau:

Trudng phong KH BT

I Y

Phé phong vé k& hoach #| Pho phong vé diu o

P

h 4

T4 ké hoach k¥ thuat

[ Y

Té thong ké k& hoach

A 4

Té Pau tu

Hinh 5. M6 hinh té chitc lgi Phong ké hoach va Pau tir ciia
trung tdm

Tir trude dén nay, nhan vién ngoai giai quyét cong viéc
dy an dau tu con lam céc cong viéc khac. Cac cong vigc
déu duoc thuc hién chung trong td ky thuat, tham chi thuc
hién cong tac giai phong mat bang. Dé thyc hién cac nhiém
vu k¥ thuat lién quan t6i dy 4n, ddy 1a mot phan viéc rat
nhiéu trong Phong, can c6 bd phén riéng dé xur Iy nén viéc
bd sung Té Dy 4n dau tu khong lam cdng kénh bo may, hiu
hét nhan sy s& dugc didu dong tir T6 Ky thuat, khdng can
b6 sung thém nhén vién gitip Trung tim c6 bo phan chuyén
nghiép giai quyét cong viéc.

3.2.2 Pao tao chuyén mon ky thuéat

Nhan vién can bd sung thém chuyén mén. Khdi lugng
can hoc b sung vé k¥ thuat du kién khoang 60 tiét, dé
tranh anh huéng dén cong viéc thuong xuyén, can sip xép
mdi tudn hoc 1 budi va c¢6 3 ca /tudn. Ngoai ra, t& chirc 16p
hoc 45 tiét vé ky thuat xay dung cho cac ky su tré. Viéc to
chire 16p hoc do Ban Quan 1y du an 1én ké hoach va kinh
phi thuc hién, tao diu kién cho hoc vién tham gia ddy du,
dung gio dé viéc hoc tap mang lai hiéu qua cao nhét.

- V& nguoi hudng dan: Ban Quan 1y moi chuyén gia ciia
Phong Quan ly Cong nghé va Phong Tham dinh thudc cac
vién dao tao, chuyén gia cua cac truong dai hoc huéng dan.

3.2.3 Dao tao chi nhiém dy an

Chu nhiém dy 4n nén bo sung mot s6 k¥ ning sau tai cac
khéa hoc vé quan ly dat dai:

- K¥ nang lanh dao: gilp chu nhiém c6 thé chi dao,
dinh huéng, khuyén khich va phéi hop cac thanh vién trong
nhom cung thyc hién dy an.

- K¥ niang giao tiép, thong tin: chu nhiém dy 4n phai
than quen, kién thirc rong, hiéu biét cong viéc cua cac
phong chtic néng...

3.2.4 Thay déi phwong thirc tuyén dung

- Khi tuyén chon nhan vién, quan trong nhat 13 phai
thiét 1ap duogc tiéu chudn nang lyc doi hoi tir tmg vién, thi
tuyén va danh gia nghiém tic.

- Khong d¢ bat theo kiéu be phi - 1y lich.

- Xay dung lai ché d6 luong thuong phu hop, canh
tranh. Pay 1a vin dé phai thuc hién dong bo dan chi. Ban
Quan 1y phai thyuc hién chirc ning kinh doanh dé tang thu
nhap cho nhan vién.

3.2.5 Ung dung cong nghé vao nghi¢p vu

Tin hoc hoa hé théng quan ly, diéu hanh s& dem lai hiéu
qué thiét thyc trong viée rat ngin thoi gian thuc hién dy 4n
dau tu. Cac thdng tin dwa 1én mang dé tit ca cliing c6 thé
tham khao, str dung lam tu liéu,...

3.3 Hiéu qua cia giai phap

- Tién d6 du 4n dugc day nhanh, tir d6 hiéu qua dau tu
tdng cao.

- Tién d6 thi cong déu sir dung phan mém Microsoft
Project nén s& giam bét hoi hop, tiét kiém thoi gian, quan ly
cong viéc chuyén nghi€p hon.

- Sy ra doi ciia phan mém DNALLIS gitp ngudi dan
nhanh chéng biét dwoc ban db, muc dich sir dung dét. .., can
bd quan 1y con dugc biét thong tin chi tiét vé dat dai nhu ti
1¢ cap gidy chung nhan cua timg dia phuong, s6 lugng hd
so ding ky bién dong lién quan dén chuyén nhugng, tach
thira...

4. KET LUAN

Dua trén nhitng mat thiéu sot trong van dé quan ly, dan
dén thét thoat ngan sach, bai bao phan tich dé xac dinh
nguyén nhan va di dua ra mot sb giai phap chu yéu dé cac
nha quan 1y ¢6 cai nhin téng thé, cac quy hoach tuong lai vé
hién trang quan 1y dy 4an, phat trién quy dit sach theo hudng
bén viing gilp cic cap, cac nganh trén dia ban tinh Dong
Nai, that chit cong tac quan ly va ¢y manh hon nira viéc
kéu goi, thu hut dau tu cac du an xay dung.
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Bdng 2. Hiéu qua cuia gidi phap tai mgt sé du dn dién hinh  trung tam thaec hién

N@i dung Du an khu din cw theo Dw an khu dan cw Duw :in'khu tai dinh cw
: quy hoach xia An Phwéc nha & Cét Linh thi tran Long Thanh

Thoi gian 1ap du an

- Ké hoach 2 ndm 2 nam 2 ndm

- Thuc hién 1 nam 1,5 nam 1,5 nam

- Tién d6 s6m hon du kién 1 nim 6 thang 6 thang
S 1an tham dinh 2 2 2
Thoi gian tham dinh 1 théng 2 thang 2 thang
Téng mirc déu tu theo quyét dinh phé duyét duy én 235,448 ty dong 572,425 ty dong 792,460 ty dng
Téng du toan dau tu theo thiét ké 143,860 ty dong 445,218ty dong 673,248 ty dong
Gia tri giam so véi tdng mirc dAu tu 91,588 ty ddng 127,207 ty dbng 119,212 ty dbng
Thoi gian thuc hién dau tu

- Ké hoach 2 nam 3 nam 3 nam

- Thyc hién 1 ndm 2,5 nam 2 ndm

- Tién d6 s6m hon du kién 1 nam 6 thang 1 nam
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