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NOi dung

. Biét cach dung PERT dé€ hoach dinh, giam sét va
kiém soat cac dU an

. X4c dinh cac thong sO trong du’ 4n nhu: ES, EF, LS,
LF, thoi gian du tr(r cho cac cong viéc va thoi gian
hoan thanh dU an

. Rt ngan thoi gian hoan thanh du &n sao cho chi phi
phat sinh thém 1a thap nhat

. Pénh gia kha nang hoan thanh du an
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Muc luc

. Gidi thiéu

PERT

PERT/chi phi

Phuong phap CPM (Critical Path Method)
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1. GiGi thiéu

" Quan trj du &n c6 thé dugc dung dé quan tri cac
du an tir don gidn dén phuec tap.

= Budc dau tién la thiét 1ap va lap thoi khoa bi€u
cho du an dé€ lap bo khung cho du an.

" Sau do, xac dinh cac cong viéc can thuc hién
trong du an.

" Dua vao cac cobng viéc, ta xac dinh thadi gian, chi
phi, ngudn luc can thiét khac: nhan luc, vat luc...
moi quan hé gilra cAc cong viéc vdi nhau...
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Quan tri du an

Lap du an: o

1. Xac dinh muc tiéu cla du an. Lap lich trinh cho du
2. Xac dinh du an. an :

3. Nhu cau cac cong viéc va thoi gian. 1. Xéc dinh cac ngudn
4476 chirc d6i nhém lam viéc. luc cho cong viéc.

2. Xac dinh mOi quan hé
gi(ta cac cong viéc..

TF.LAI'UC thL.,"C Ki€ém soat du an:
hien du an 1. Gidm sat nguOn luc, chi phi, chat

lugng va ngan sach.

2. Xem xét va diéu chinh ké hoach.
Khi thuc hi€én 3. Phan b6 cic ngudn luc dé thich Ung v6i
du an thuc té.
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Cac md hinh dinh luong phO bién

" PERT (the program evaluation and review
technique

" PERT/Cost

" Phuong phap duong gang - CPM - Critical Path
Method.
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Cac budc ap dung so do PERT va CPM

X4c dinh du an va tat ca cac cong viéc lién quan
trong du an.

Xac dinh moi quan hé gilra cac cong viéc. Xac dinh
cong viéc nao can thuc hién trudc cong viéc nao.
Lap so d6 ndi cac cong viéc véi nhau.

Ghi thai gian, chi phi cho moi céng viéc.

Tinh duong gang (critical path)cla so do.

Dung s@ do mang dé ho tro viéc 1ap ké hoach, giam
sat, kiém soat du an.
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Thi du: xét du an sau

Cong viéc

MO ta

Cong viéc can
lam trudc

Lap dat linh kién bén trong

Xay nén va mai

Xay gia dé

PG bé téng va 1ap dat khung

Xay 10 nung nhiét do cao

Lap hé théng kiém tra

Lap hé théng xG ly 6 nhiém

I | M| mf O O @ >

Ki€m tra va chay thr

Ho Chi Minh City O
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MOt sO cau hdi duogc dat ra:

Khi nao du an hoan thanh?

Nhing cong viéc nao anh hudéng truc tiép dén tién dd
hoan thanh du an?

Kha nang hoan thanh du an trong 1 thoi han cu thé la
bao nhiéu?

Lam sao biét du an co tién dé nhu thé nao vao mot thoi
diém trong ltc thuc hién

Viéc chi tiéu cho du &n dién ra nhu thé nao? Chi vuot
hay chi it hon du kién

Lam sao rat ngan thoi gian hoan thanh du an vdéi chi phi
phat sinh thém |a toi thiéu?
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Lap so d6 PERT cho du an

A

Build Intemal
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>
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Corstruct
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Install Contral
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and Floar
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G

Pour Concrate
and Install Frame

Install Pollution
Davice
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U'Gce luong thai gian thuc hién cac cong viéc. Ta cé 3
théng so

Thai gian lac quan (a): thoi gian mot cong viéc duoc
thuc hién trong diéu kién thuan lgi nhat

Thai gian bi quan (b): thoi gian mot coéng viéc duoc thuc
hién trong diéu kién kho khan nhat.

Thaoi gian theo kinh nghiém (m): uéc luong theo thuc
tien
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Xac dinh cac thong so6 trén so do va
duong gang

Xac dinh cac thong so trén su kién: thoi
di€ém bat dau sém nhat, thoi diém bat dau
muon nhat, khoang thoi gian du trr cho
su kién

Xac dinh théng so trén cong viéc: khoang
thoi gian du trr cho cong viéc.

Xac dinh duong gang

Y nghia clla dudng gang
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Ghi cac thong so6 thdi gian vao so do
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Céac thong so6 thoi gian vao so do

Céac thdng so trén so d6 bao gom

ES (earliest start time): thoi diém bat dau cong
viéc sdm nhat

EF (earliest finish time): thoi di€m két thic cong
viéc sdm nhat

LS (lastest start time): thdi diém bat dau cong
viéc mudn nhat

LF (lastest finish time): thoi di€m két thac céng
viéc mudn nhat
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Xac dinh ES va EF

Firish
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Xac dinh LS va LF

Finizh
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Xac dinh khoang thoi gian du trr
(slack time)

« Vé mat toan hoc: slack = LS-ES hoac LF-EF

Mmoo om M omy s
l_il_icl-l_il_l_il_l_i
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Phan phoi xac suat cho thoi gian hoan
thanh du an
e Tinh do léch chudn

Standard Deviation = 1.76 Wesaks

&
™,

15 Weaks
We know that the standard deviation is just the square root of the variance, so
project standard deviation = G = . project variance

Va1l = 176 weeks
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So d6 PERT cho ta biét

Thoi gian hoan thanh du &n la 15 tuan

Puong gang cua du an la: A-C-E-G-H

V&i thoi han hoan thanh du an la 16 tuan thi kha
nang hoan thanh la 71.6%

PERT gilip ta xac dinh xac suat hoan thanh du
an tai cac thoi han xac dinh
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PERT/cost (chi phti)

RT/cost 1a mé hinh bo sung cho PERT dé
iUp ta hoach dinh, Iap thai khoa bi€u, giam sat
2 ki€ém soét chi phi
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4 budc lap ngan sach

. Xac dinh chi phi lién quan dén moi céng viéc

. Chuyén chi phi trén céng viéc sang chi phi cho
tung don vi thoi gian

. DUng thoi di€m ES hoac LS dé hoach dinh
dong tién phan b6 theo don vi thoi gian

. V@& bi€u d6 ngan sach
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Bang phan bo chi phi

22,000
30,000
26,000
48,000
56,000
30,000
80,000
16,00
Total 308,000
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Po thi phan bo chi phi

Budgeted |
Cost

$300,000

Budget Using
Earia=t Start
Timas, ES

Budgat Lzing
Latest Start
Tirmes, LS

L I 1 I [ 1 5
0 10 11 12 13 14 15 Weeks
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Giam sat va ki€m soét chi phi

22,000
30,000
26,000
48,000
56,000
30,000 q
£0,000 0
16,000 Total 100,000

Tinh hinh thuc hién du &n khi két thdc tuan th 6
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Giam sat va ki€m soét chi phi

Gia tri cUa cong viéc hoan
thanh:

=( % cong viéc hoan
thanh)x tong ngan sach
cho cong viéc

]
0
112,000
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Phuong phap CPM

CPM sU dung 2 tap di liéu:

Thai gian (normal time) va chi phi khi binh thuong
(normal cost), thoi gian (crash time)va chi phi khi
rdt ngan (crash cost)
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Xeét thi du sau
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4 budc thuc hién rat ngan thai gian
hoan thanh du an

. Xac dinh duong gang cua du an va cac cong
viéc gang

. Tinh chi phi phat sinh thém khi r(t ngan crash
cost/time period

. Chon coéng viéc gang co6 chi phi cash cost thap
nhat dé rat ngan

. Kiém tra trudng hop duong gang mai phat sinh
trudc khi ti€n hanh rat ngan.
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Xét thi du sau

Cong thuc xac dinh chi phi phat sinh trong 1 don vi
thoi gian

crash cost — normal cost

crash cost/time period = . .
normal time — crash time
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34,000
Crash ’

Cost %33 000
$32,000

$31,000

$30,000

Mormal s
oSt

Crash CostWeoelk =

Crash Cost — Mormal Cost
Momal Timea — Crash Tima
— 534000 — $30,000

a1

= B4000  _ w0 nooiwWeek
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Mormal Tirme

Time (Weaks)
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Phuong phap [ap bai toan QHTT cho rit
ngan thoi gian hoan thanh du an

 PE ti€n hanh rat ngan thoi gian hoan thanh du
an, ta co thé lap 1 bai toan QHTT bi€u dién cho
viéc rat ngan.

* Phuong an toi uu cla bai toan sé cho ta giai
phap rat ngan cac céng viéc cla du an
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Dung Excel d€ tim phuong an toi uu

Td x|

o =5LMPRODUCTISES: §20-
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TR e Faat T s e is crashed 2 weeks. Thers are other optimal
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