THONG TIN KHOA HQC

KINH NGHIEM TRONG XAY DUNG CONG CU GIAM SAT VA QUAN TRI
CHAT LUQNG CHO DOANH NGHIEP NGANH NUOC G PUC

Nguyén Trung Diing"?

Tém tit: Cong cu quan 1y hitu hiéu nhie Benchmarking véi cdc chi s vé an toan trong cung vng,
chat lwong nuoc, dich vu khach hang, bén vitng va kinh e dong vai tro trong tam khi thuc hién
chién lwoc hién dai héa quan Iy nganh nuée ¢ Pirc. Tiép theo la cong cu qudn tri rii ro/co hi va
thé diém cdn bang BSC (Balanced ScoreCard). Trong khuén khé mét dw dan ciia Hiép héi khi ddt va
nudc DVGW thi ra soat lai toan bo nhitng dw an Benchmarking cua 12/16 bang dwoc lam tir nam
1996/97 va hoan thién. Voi cong cu quan tri hitu hiéu nay, trén 6.200 doanh nghiép trong nganh
nude dwoc quan Iy thong nhdt. Bai bdo nay trinh bdy kinh nghiém cia Pirc trong xdy dung va dp
dung nhitng cong cu quan tri hién dai cho cdc don vi trong nganh, dé tir d6 xdy dung mét nganh
nude hién dai, di dau & chau Au va trén thé giGi. Mot vai y tuwong ciing nhw kinh nghiém cia nuée
Pirc ¢é thé giiip cho hoan thién c¢éng tac quan 1y nganh cdp thodt nwée va thity néng & Viét Nam
theo huong hién dai.

Tir khoa: Benchmarking, thé diém can bang, Balanced scorecard BSC, doanh nghiép nganh nuéc,

cong ty thuy nong, cong cu hd trg quan 1y va giam sat c6 hé théng.

1. PAT VAN PE

Khi cac doanh nghi¢p tim cach quan ly hiru
hiéu hoat dong san xuit kinh doanh dang duoc
mo rong va trd nén phirc tap thi nhu cu vé xay
dung mot hé théng Benchmarking ngdy cang
tang. NO lam co s& cho quan tri rui ro va thé
diém can bang BSC (Balanced ScoreCard).
Nhitng céng cu nay co thé lugng hoa va do
luong mot cach hi¢u qua tat ca hoat dong cua
doanh nghiép (DN) va giup cho cong tac giam
sat va quan ly mdt cach hiéu qua céc hoat dong
san xudt va kinh doanh cta DN. Sau ddy xin
gidi thiéu ngan vé ching.

Cong cu Benchmarking', ra ddi & Tap doan
Xerox (Hoa Ky) trong thap nién 1970, sau do
duogc ap dung & nhiéu cong ty, hi€n dugc mo
rong sang cac linh vuc cong nhu chinh phu,
bénh vién va truong dai hoc. Thyc chat do 1a

! Khoa Kinh té va Quan Iy, Truong Pai hoc Thiy lgi.

2 Péi tw van PIC thudc dw an VIAIP (Cdi thién néng
nghiép co twoi cia WB7).

! Hay trong mot s6 tai liéu dich sang tiéng Viét 1a dinh
chudn (xac dinh chuan myc). Trong bai nay s dung
nguyén tir tiéng Anh.
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mot hé thong céac chi sé co ban dic trung dé so
sanh va gitip cai thién ning suat cia mot DN/t6
chtrc. Ky thudt nay duoc sir dung dé so sanh
tinh hinh hoat dong ndi trong mot DN/td chirc
(Benchmarking néi bé); hodc giita cac DN/t6
chirc khac nhau nhung hoat dong trong linh
vuc tuong tu (Benchmarking bén ngoai). Co
thé noi, Benchmarking 1a "mot qué trinh lién
tuc danh gia, do ludng nhitng san pham, dich
vu va cac hoat dong ctia minh so voi ddi thu
canh tranh manh nhat hodc nhiing DN/t chirc
dan dau trong nganh". Phuong phap nay ciing
duoc hiéu nhu "tim kiém nhirng cach thirc tot
nhat trong thue tién giup cho DN hoat dong tot
hon trong nganh".

Thé diém cin bang BSC duoc Kaplan &
Norton (Harvard University) lan dau tién dé
xuit vao dau thap nién 1990. Hai ong da phat
hién mot van dé kha nghiém trong, d6 1a rat
nhiéu cong ty ¢6 khuynh huéng quan 1y DN chi
dwa don thuan vao chi s6 tai chinh. Diéu nay chi
phi hop véi nhitng diéu kién trong qua khu,
nhung trong thé gi6i kinh doanh hién nay thi doi
héi cac DN phai quan 1y dua vao mot bd cac chi
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s6 do luong tot va hoan thién hon. Chi sb do tai
chinh 1a can thiét, nhung chi s6 nay chi cho ta
biét diéu dd xay ra trong qua khu (hoat dong
kinh doanh da dién ra). Nguoc lai khong cho ta
biét van dé gi s& xdy ra trong tuong lai, moi hoat
dong DN sé ra sao. Diéu nay cho thdy, chung ta
dang diéu hanh DN nhu 1ai chiéc 6 t6 ma chi
nhin vao guong hau! Thé diém can bang BSC la
mdt hé thdng quan 1y, gitp DN thiét lap, thuc
hién, gidm sat, do luong dé dat dugc cac chién
lwge va muc tiéu ciia minh. Sau khi cac DN thiét
lap va phat trién cac chién lugc, DN s& trién
khai, thue hién va giam sat chién lugc thong qua
bon khia canh: Tai chinh, Khach hang, Hoc tap
& phat trién va Qua trinh hoat dong ndi bd. Bén
khia canh nay s€ tao ra su khac biét gitta DN
thanh cong va DN thét bai.

Nganh thity loi/nuéc gom hai khdi thuy loi
do thi va thuy lgi ndng nghi¢p (sau day: thuy
nong), 1a mot nganh 16n c6 nhi€ém vu quan trong
trong nén kinh té qudc dan vi nudc 1 su séng.
Trong hai khéi nganh nay c6 nhiéu DN & trung
wong va dia phuong dang hoat dong. Dé hién
dai hoa cong tac quan 1y va giam sat chat lugng
hoat dong ctuia cac DN trong nganh nudc cling
nhu giup cac DN hoat dong hiéu qua hon thi can
ap dung cac cong cu quan ly hién dai va hi¢u
qua. Trong bai bdo nay, tdc gia trinh bay kinh
nghiém 4p dung Benchmarking va BSC trong
nganh nuéc ¢ Buc. Tur d6 rit ra nhitng bai hoc
va kha nang ap dung ¢ Vi¢t Nam cling nhu gop
phin hoan thién hé théng Benchmarking va
BSC hién dang co.

2. KINH NGHIEM QUAN LY VA GIAM
SAT CAC CONG TY CONG ICH TRONG
NGANH NUOC O DUC BANG
BENCHMARKING VA BSC

2.1. Béi canh ciia nganh nuwéc (BMU, 2011)

Nganh nudc cua Ptuc dugce chia thanh hai
nhom: cip nude & tidu thoat nude thai va cong
nghiép phu trg nganh. Nhom nganh cp nuéc &
tiéu thoat nudc thai gdm: DN cip nude, DN tiéu
thoat nudc thai, DN cip nudc va tiéu thoat nudc
thai, DN cung ung dich vu hd tr¢ trong nganh.
Con nhom nganh cong nghi¢p phu tr¢g nganh
gdm: DN san xuit hé théng trang thiét bi may
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moéc, DN xdy dung, DN xay lip va cung ung
cdu kién, DN san xuit 6ng, DN chuyén stra
chita duong ong va kénh muong, DN san xuat
linh kién va thiét bi do luong, diéu khién va diéu
chinh, DN tu van va quy hoach. Con tuéi cho
nong nghi¢p thi do dién tich tudi nhd va hinh
thirc tudi phun 1a chinh nén cac DN ndng
nghiép tu dam nhéan hodc lién két cac DN ndng
nghiép v6i nhau.” So vdi cac linh vuc co sé ha
t?lng khac thi cép nude 1a mdt linh vuc ngoai 1€
cta luat canh tranh. Mot s6 nho cac DN thudc tu
nhan, con phan 16n 13 tai san cong. Cac DN cap
thoat nudc va xur 1y nudc thai & Puc dugc t6
chirc rat phan tan va phan cap. Theo thong ké
nim 2011, c6 khoang 6.200 DN cip nudc (ca
tiéu thoat nude va xur 1y nudce thai). Trong do co
nhitng tap doan 16n nhu RWE Gruppe cap 5,4%
cia tong lugng nudc cip toan qudc, Berliner
Wasserbetriebe 5%, Gelsenwasser 4,6%, Die
Hamburger Wasserwerke 2,5%, FEurawasser
0,5%. Biic tranh toan canh duoc thé hién thong
qua nhitng con s6 ¢ Bang 1.

Tt nhidu ndm nay ¢ Ptc nhiéu linh vuc co
sO ha tang truyén thong dd duoc tu do hoa va tu
nhan hoa. Song trong nganh nudc (thuy lgi do
thi) thi tir ddu nim 2000 B Kinh té di duara y
twong tu do héa nganh nay, nhung Qubc hoi
chau Au chan trir trong viéc ra quyét dinh cho
dén nam 2004. Cudi cung chinh sach van khong
thay d6i v6i 1y do: bao vé tai nguyén nudc, dam
bdo an toan trong cung Ung va ti€u thoat, dam
bao chét luong nudc sach va moi nguoi cod
quyén tiép can nude, song yéu cau linh vuc nay
phai hoat dong c6 hiéu qua hon. Chinh vi vay
can phai luén gidm sat hiéu suat cAp nudc sach
va xu ly nudce thai.

? Theo Hiép hoi Nong dan Puc (DBV), dién tich twdi ¢
nude nay 1a 373.000 ha (khoang 2% dat nong nghiép).
Ngudn nudc tudi chinh dwgc khai thac tir nude ngam.
Ngoai ra, c¢d noi cd st dung nudc thai d6 thi sau xu ly
theo 2 cip (98% nudc thai duoc xir Iy co hoc va sinh hoc
két hop voi viée tach bo cac chat). Viéc khai thac nude
phuc vu cho néng nghiép chi chiém it hon 1% téng nhu
cdu nudc, trong khi d6 trén thé gidi vao khoang 70%. Do
dédc thu nay ma cac DN nong nghiép va 1am nghiép dam
nhén luén viée tudi cia minh, hodc lién két voi nhau dé
van hanh hé théng tudi phun di déng.
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Tu vai thap ky nay nudc DPuc luon la mot
trong nhitng qubc gia di dau trong phat trién
khoa hoc cong nghé va quan ly nganh nudc,
khong nhitng & chau Au ma ca trén thé gii. Dé
thuc hién chién luge hién dai héa va tré thanh
mdt nganh nudc bén virng theo Tuyén bd cua
Hi¢p ho1 DVWK va DWA thi Benchmarking

v6i viée ap dung nhitng chi s vé an toan, chat
luong, dich vu khach hang, bén viing va kinh té
dong mot vai tro trong tam. Benchmarking dugc
coi 1a nhirng chi s6 "dai dién cho canh tranh"
ndi tai DN cling nhu ngoai DN & trong va ngoai
nganh (DN tuong tir) & chdu Au va trén thé gidi
(Hinh 1).

Bing 1. Mt s6 thong tin vé cAp nudc, tieu thoat nwée va xir Iy nwée thai BMU (2011)

Cap nuwéc cong cfng

Tiéu thoat nwée va xir ly nwée thai

- DN cép nude > 6.200

- Luong nudc cip nim: 5,2 ty m’

- Chiéu dai mang lu6i duong 6ng:
530.000 km

- Gia nuée: 1,60 €/m’ nuée sach
(min 1,19 d&én max 2,29) nim 2007
- Pau tu nim 2010: 2,0 ty €

- Luc lugng lao dong: 60.000 nguoi

2007

- Hé thong cong trinh xir 1y nudc thai: 10.000

- Luong nudc thai duoc xir 1y: 10,1 ty m’® (trong d6 5,2 ty
m’ nudc ban, 4,9 ty m® nudc mua va nudc ngoai lai)

- Mang lu6i kénh cong cong: chiéu dai ~540.000 km,
66.000 hé thong trir nwéc mua

- Gi4: 2,29 €/m’ nude thai (min 2,06 dén max 2,61) nim

- Pau tu nim 2010: 4,5 ty €
- Luc lugng lao dong: 40.000 nguodi

2.2. Thye tién 4p dung Benchmarking

Theo bdo cdo cua du an "Entwicklung eines
Hauptkennzahlensystemes  der  Deutschen
Wasserversorgung" (tiéng Viét: xy dung mot
hé théng chi sd chinh cho nganh cip nuéc cua
Pic) va du an vé "Controlling and
Sustainability of Water Sector" (gidm sat va
phat trién bén ving nganh nudc) do DVGW
(Hiép hoi Ptc vé khi dbt va nudc) tién hanh thi
c6 thé tom tat nhirng diém chinh sau:

- Benchmarking 1a gidm sat va so sanh cac
chi s6 va hé chi s v6i nhitng muc tiéu dé ra
(Benchmarks/dinh  chuin). Benchmarking
lam co s& nén tang cho quan tri rai ro/co hoi
va thé diém can bang BSC (Hinh 2). Néu
Benchmarking dinh huéng phat trién bén
vitng va tng xu thi thé diém cin bing
BSC dinh huéng nhiéu hon dén ddi tic va
kinh té;

> Do 3 don vi la IWW Rheinisch-Westfilisches Institut
fiir Wasserforschung gemeinniitzige GmbH & Miillheim
an der Ruhr, aquabench GmbH & Koln, Confideon
Unternehmenberatung GmbH ¢ Berlin, R6dl & Partner &
Niirnberg cong tac nghién ctru.

* Do Lehrstuhl fir Betriebswirtschaft, insb.
Umweltwirtschaft und Controlling, Uni Duisburg-Essen
nghién ctru.
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- Benchmarking dugc chia lam 2 phan: (1)
Benchmarking cho toan DN mé& rong, gom tat
ca cac mang ma DN phu trach nhu cép nudc
sach va xtr Iy nudce thai; (2) Benchmarking cho
ting qua trinh san xuét, vi du cho khai théac
nuoc, xu ly nude, phan phéi va hoa mang, ...
Ngoai ra con phan bi¢t hai loai Benchmarking:
Hé thong chi sb vé& két qua san xudt (metric
Benchmarking) va hé chi s6 vé toi uvu hoa giai
doan san xuat (process Benchmarking);

- Pac biét khi xay dung Benchmarking thi
can phai nhém céc chi sé thanh cac hé thong chi
s6 ma co thé phan anh méi quan hé nhan qua
khi so sanh cac chi tiéu vé san lugng duoc an
dinh va/hay qua trinh san xuat nhét dinh nao do.

- Muc dich cudi cung la tim ra mdt DN, mdt
san phim hay ban san pham, mot cong doan hay
tiéu cong doan tot nhat & khia canh nao d6 (vi
du hiéu qua kinh té, bén virng, hiéu qui ning
lugng, hi€u qua trong su dung nguyén vat liéu,
...), hay con goi 1a Best-in-Class (t6t nhat trong
tap, nhom, khdi). Tiép dén 1a xac dinh tiém
ning cai thién khi hudng vé céi tt nhat do. Dé
tong quat hoa viéc lam nay bang cong thirc toan
hoc (1) va (2). Vector Best-in-Class dugc chon
13 muc tiéu cho tit ca DN hudng toi.
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Chién lwgc hién dai héa:
cho mét nganh nuéc
bén virng

\

T

uyén bd clia Hiép hoi
vé Benchmarking
trong nganh nwéc

/

Dinh hwéng
hop ly, kinh té

N

Thé d[ém
can bang

Dinh hwéng
doi tac

4

/ \

Dinh vi nganh nudc
cta Dire d3c biét
& chau Au

Cai thién thurérng xuyén
cong suat va/hay qué trinh
trong nganh nudc

—

Hinh 1. Benchmarking o vi tri trung tam huong

16i nganh mede bén viing (Schaefer, 2004)

VSijk VSt Vs ves VS

Qs Qisxer Qizier - » Qijic
Py =1 KSix v = { KS\KS,, K,
NH,, NH,,NH,, ...,NH,,

Wik Wiy, Wi, e, Wi

Trong d6: P=San pham/phan san pham hay
cong doan/phan cong doan; VS=An toan trong
cép nudc; Q=Ch§t luong nudc; KS=Dich vu
khach hang; NH=Bén virng; W=Kinh té

i=doanh nghiép 1+1; j=chi s hay thong tin
bbi canh 1+J; k= san pham/phan san pham, hay
cong doan/phan cong doan (vi du cong doan
lang, loc, két tiia trong cAp nudc sach) 1+K

- Metric Benchmarking dwa chu yéu vao cac
chi s6 d3 duogc Hi¢p hoi nudce quéc té IWA dé
xuét va thir nghi¢m cho linh vyc nudc sach va
nuéc thai. Cac cong ty da dua vao hé chi sb nay
va cu thé hoa cho truong hop ciia minh.

- Trong nganh cap nudc sach, Benchmarking
da duoc ap dung tir ndm 1996-97 & cac bang cua
Ptic voi sy hd tro clia cac cong ty tu van khac
nhau. Hé thong cac chi s6 thi rat khac nhau nhu

Dinh hwéng
rng xwp

Hinh 2. Bo cong cu giam sat

(Benchmarking — Quan tri rui ro —
Thé diém cdn bang BSC) (Schaefer, 2004)

Binh hwéng
ben vitng

4

Quan tri rdi ro / co héi

Hé chi sé va bao cao, cling dé hé trg
cho nhirng qua trinh Benchmarking
néi bg va bén ngoai

V5
"Best in class” | Qijx
(1) hay KS )
(max hay min) |NH,,
W

ijk

trong Bang 2 (bang c6 it nhat c6 58 chi sb, nhiéu
nhét 119) va lién tyc dugc cai thi€n/cdp nhat.
Chung khac nhau do muc tiéu, yéu cau vé mirc
do chi tiét va pham vi dé ra. Tir d6 c6 dé xuit co
cau cho mot hé thong chi s6 tich hop ciia nganh
cap nudc sach (Hinh 3). 19 chi s6 nganh dé dé so
sanh véi cac nude trong EU va qudc té, 95 chi s6
chinh, 18 chi s déc tinh co céu.

- Pic biét quan trong — tiép theo Tuyén bd ciia
Hiép hoi DVWK va DWA vé "Benchmarking
trong nganh nuoc" — 1a cac Hi€p hdi nay phai ban
hanh nhitng quy tac (set of rules) dé dam bao chét
lwong ciing nhu nhitng vin ban huéng dan vé mot
hé théng Benchmarking dira vao céc chi sb trong
nganh. Cac bude thuc hién Benchmarking trong
nganh nudc dua vao vin ban Hudng dan cia Hiép
hoi DWA va DVGW dugc thé hi¢n & Hinh 4.

Bang 2. Tong quan vé Benchmarking va loai chi s6 so sanh trong linh vue nwée & Pirc

T& Cic dic tinh ciia sin xuat’ Thong
Bang ¢ Puc ong tin boi
chi so0 VS Q KS NH w Y
canh
Baden-Wiirtemberg 60 5 5 2 8 40 14
Bayern 60 5 5 5 8 40 14

> Performance indicator
% System/Situation indicator/descriptor
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2 Cic dic tinh ciia sin xuat Thong
Bang ¢ Puc Tong tin boi
chi so VS Q KS NH W .
canh
Brandenburg 97 9 5 6 31 46 14
Hessen 116 10 10 8 16 72 28
Nordrhein-Westfalen 61 5 5 2 8 41 14
Niedersachsen 119 9 6 6 36 62 18
Rheinland-Pfahl 114 10 10 8 15 71 25
Saarland 58 7 9 0 11 31 32
Giai thich: VS=An toan trong c?ip nude, Q=Chat lugng, KS=Dich vu khach hang, NH=Bén virng,
W=Kinh té

Chi s cda nganh (19%) Truyé"Hti:ﬁ”égn;r‘:Eg 23:;':11

Chi s6 chinh (95*)

— S 3 Benchmarking cia DN
(k& ca 19 chi so ctia nganh) o8 ;

Chi s6 diéu khién
Kha nang so sanh

S , Truyén thén
Nhirng déc tinh co’ cdu clia cap nuwéc (18) s g

| San xut cdp nudc sach Mang luéi cap nudc

Co’ s& nén tang

* Chi s8 hay théng tin hoan canh
(VS=An toan trong cip nudc, Q=Chét lgng, KS=Dich vu khéach hang, NH=B&n vitng, W=Kinh t&)

Hinh 3. Dé xudt hé thong chi sé tich hop ciia nganh cap nuée sach (Merkel & Léva, 2014)

Bing 3. Nhiing chi sb so sanh dwoc dé xuit trong mdt Benchmarking théng nhat

A. Chis6 va thong tin béi canh vé chi s6 An toan trong cung tmg

A1) Chi s6 chinh va chi s& thong tin hoan canh: (1) Khai thdc tin dung tai nguyén: sit dung ngudn tai nguyén nude duoc dam
bao vé phap 1y, tan dung quyén 14y nude riéng, tan dung thda thuan 14y nude tir noi khac dén, tan dung ngudn nuéc duoc dam
bao vé phap ly vao ngay cao diém; (2) Khai thic cong suat ctia hé thong trang thiét bi: ty 1¢ khai thac hét cong suat xi 1y nuéc,
ty 1é chita ddy bé chita vao ngay cao diém; (3) Gidm sat chat Iuong; PO tin ciy; Thiét hai

A2) Chi s6 nganh (hay thong tin boi canh): Mic do

B. Chis6 vathong tin boi canh vé chi tiéu Chét lvong

B1) Chi s6 chinh va thong tin hoan cénh: Chat liong nude udng va dich vu; Gidm sat trang thiét b: thuc hién viéc gidm sét
mang lu6i duong ong, kiém tra chd do ri; Ton that nudc:

B2) Chi s& nganh (hay thong tin bdi canh): chat luong nudc udng, hé thong quan ly, ty 1é that thodt thuc t€ tinh cho chiéu dai
duong ong

C. Chiso vathong tin boi canh vé chi tiéu Dich vu khéch hang

C1) Chi s6 chinh va thong tin hoan canh: Chdm soc khach hang, Chét liong dich vu, Phan nan cia khach, Hai 1ong ctia khach,
Hoa don thanh todn

(C2) Chi s6 nganh (hay thong tin bdi canh): Hai 1ong clia khach vé chét luong nude, hai 1ong vé dich vu, hai long vé ty 1é gid va
lwong dich vu,

D. Chis6 va thong tin hoan canh vé chi tiéu Bén vitmg: Bao vé tai nguyén, St dung tai nguyén, Duy tri vé k§ thuat (bdo dudng
sita chita), Duy tri vé kinh t€, Chi s v& nhan sw/xa hoi

E. Chi s6 va thong tin hoan canh cla chi tiéu Kinh t&

E1) Chi s6 chinh va thong tin boi canh: (1) Phén tich doanh thu/thu nhap: Téng doanh thu, téng thu nhap, doanh thu phu thudc
vao khéi lugng, doanh thu khong phu thudc vao khdi lugng; (2) Phén tich chi phi: Téng chi phi, chi phi van hanh, chi phi von,
tong chi tiéu, chi tiéu cho van hanh, chi tiéu von; (3) Phan tich chi tidu theo c4c loai va nhiém vu chi: Chi tiéu cho nhan vién,
chi tiéu cho vat tu, khéc

E2) Chi s nganh (hay thong tin boi canh):
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Chuan bi,

Chuan bi
50 liéu, phwong
phap luan

1én ké hoach
thwe hién

Xac dinh
Benchmarks
(muc tiéu)

- Cac muc tiéu - Thu thap sé ligu - Hinh thanh cdc chi s0 - Xdc dinh nguyén - Tich hop vao qud
-Bonvi tham gia - X Iy s6 liéu - LAp nhdm chi s6 nhén trinh dién bién ctia DN
- Boi trong - Kiém tra tinh hop v -Xacdinph muctiéu ~ -Tiémnang cai - Giam sat s thanh

- Hé thong thu thap clia chi s (dinh chudn)  thién céng

s liéu

- D thdo bdo cédo

- Ké hoach bién phap

Hinh 4. Cdc budc thuc hién Benchmarking trong nganh miede (cap niede va xir Iy mede thdi)
theo vin ban Huéng dan cia Hiép hi DWA va DVGW’

2.3. Quan tri rii ro/co hdi va thé diém cin
biang BSC dwa vao Benchmarking’

Pé cac doanh nghiép trong nganh nudc phat
trién bén viing thi hé thdng cac chi s6 phai
huéng t6i viée hd tro thong tin cho qudn [y rii
ro/co hoi (Risk management). Nhi€ém vu cua
phan nay 1a xac dinh nhitng rui ro tiém an trong
hoat dong san xuit kinh doanh cang sém cang
t6t, phan loai ching theo cac xac suat c6 kha
nang xdy ra va muc do rai ro (theo dy doan).
Sau khi can nhic cic khia canh chi phi va lgi
ich thi dé ra cac bién phap dé giam sat va diéu
khién tiép theo cho qua trinh san xudt va kinh
doanh. Trong dé vi¢c lya chon, két hop va lién
két cac chi sd trong cac hé thong chi s6 dé co
thé giup cho viéc xac dinh cac mdi quan hé
nhan qua giira cac yéu té thanh cong quan trong
va cac co hoi tiém an rui ro kinh doanh. Tac
dong cua rii ro va co hoi "dang ké" trong viéc
phén d4u dat dugc muc tiéu dé ra duoc thé hién
trong bon phuong dién riéng cua thé diém cin
bang BSC (xem muyc 1).

3. VIEC AP DUNG BENCHMARKING
TRONG NGANH NUOC O VIET NAM

Theo Bao cao vé danh gia, chién lugc va 10
trinh phat trién nganh mwéc dé thi nam 2010
(VWSA, 2007) thi & Viét Nam c6 gan 68 cong
ty cap nudc d6 thi, chu yéu phuc vu cho céc tinh
ly, v6i tong cong suét lap dat 5,5 triéu m’/ngay
(thuc té 4,8 triéu m’/ngay). Hiéu qua quan 1y bj
han ché do khong c6 duoc nhitng thong tin
chinh xac va cap nhat vé tinh trang cua tai san
ha tang. Ngoai ra, mic gia nudc sach thip va
thiéu co ché trach nhiém giai trinh khién DN
khong c6 dong luc dé van hanh va bao tri mang

" Ngudn: Vin ban huéng din nganh (Das Merkblatt DWA-
M 1100 & das DVGW-Merkblatt W 1100).
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ludi phan phéi. Ty 1& nude that thu theo bao céo
da giam tir 39% nam 2000 xudng con 30% nim
2009. Con s6 binh quan chinh thirc nay khong
phan anh dugc tinh hinh chung vi cé noi ty 1€
tht thodt 1én t&i 75%. V6i hé tro cia WSP/WB
vé tai chinh, co s& 1y luan va ky thuat thi
Benchmarking cho cip nudc d6 thi da duoc tién
hanh qua cac dot: Dot 1 (ndm 2002) da thu thap
s6 lidu, phan tich, danh gi4, so sanh két qua cua
67 cong ty cip nudc tinh thoi ky 1997-2000;
Dot 2 (2003 & 2004) voi sy hd trg cia WB va
ADB thi tién hanh chuong trinh Benchmarking
vé hoat dong cép nudc do thi giai doan 2001-
2003; Dot 3 (2008) v6i sy hd trg cia WSP-WB,
Benchmarking tién hanh nghién ciru dénh gia
cap nudc do thi thoi ky 2004-2007 va c6 66
cong ty tham gia; Dot 4 (2010) Benchmarking
dugc tién hanh cho cdp nuéc d6 thi Vit Nam
giai doan 2007-2009 v&i muc dich: (1) Tiép tuc
nang cao nhan thirc vé Benchmarking va lgi ich
ctia n6 d6i véi nganh cip nudc d6 thi; (2) Tap
trung nghién ctru giai doan 2007-2009 trong do6
két hop ra soat va hiéu chinh s6 liéu 2007 da
khao sat dot trudc (nim 2008); (3) Pay manh
viéc giam sat hoat dong clia cac cong ty dé nang
cao hi€u qua nganh va (4) Phat hién nhirng mat
yéu dé tim bién phap khic phuc (tiéu hao dién
ning; chdéng that thoat; nang cao chat luong
quan 1y nganh...). Viéc xép hang cac cong ty
trén co so cho diém cac chi tiéu chu yéu, vi du:

- Ty 1é that thodt nude: t6i da 100 diém cho
mirc that thoat dudi 10% va trung binh qudc gia
50 diém.

- 86 nhdn vién/1000 ddu néi: t6i da 100 diém
cho mirc tot nhat 3 nhan vién/1000 dau ndi va
trung binh qudc gia 50 diém. Néu muc trén 35
nhan vién/1000 dau ndi duge 0 diém.
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Bang 4 trich din viéc tinh diém cac chi tiéu
va xép hang céac cong ty trong toan qudc. Néu so
sanh vo1 mirc d6 xay dung Benchmarking &
Puc thi ddy dugc coi 1a bude so khai dau tién
v6i nhitng két qua nhat dinh trong quan Iy

nganh. Trong qua trinh nghién ctru 4p dung tiép
theo dé hoan thién Benchmarking thanh cong cu
quan 1y va gidm sat chit lugng hoat dong cua
cac cong ty va doanh nghié€p nganh nudc.

Bang 4. Bang dinh gia cho diém phan theo nhém cong ty (VWSA, 2007)

Ty s6 van hanh NV/1000 dau noi Thit thodt nuoc | Tdng diém, xép hang
Nhom va Chi , Nhéan , , Téng
tén cong ty phi/doanh | Diém | vién/ddu | Diém | % that thoit | Diem didm Thi tw
thu noi
Nhoém dic biét: Cong suat thiét k& > 1.000.000 m’/ngay
Ha Noi 0.51 61 49 80 33% 43 184 1
Ho Chi Minh City 0.89 13 4.1 90 41% 30 133 2
Nhom A: Cong suét thiét k€ > 100.000 m*/ngay

Thira Thién Hué 0.40 77 3.2 98 15% 87 262 1
Ba Ria Viing Tau 0.44 71 34 96 12% 95 262 1
An Giang 0.29 94 2.5 100 24% 63 257 2
Binh Duong 0.19 100 6.7 63 13% 92 255 3
Héi Phong 0.65 42 4.5 85 17% 81 208 4
Dong Nai 0.28 95 9.3 49 26% 58 202 5
Tién Giang 0.43 73 4.8 82 38% 35 190 6
Can Tho 0.58 50 7.0 60 20% 74 184 7
Quang Ninh 0.60 48 8.0 50 18% 79 177 8
Da Ning 0.73 32 3.7 93 32% 45 170 9

Thuy nong la mot linh vuc cua tai nguyén
nuoc hoat dong trong linh vuc ndng nghi¢p co
nhiéu dic thu riéng. Theo bao cdo ciia Tong cuc
Thuy lo1, hién nay ca nudc cd 93 cong ty thuy
néng, quan 1y hon 6.600 hod chira nude, 10.000
tram bom dién 16n, 5.500 cong tudi tiéu 16m,
234.000 km kénh mwong, gan 26.000 km dé cac
loai. Ngan hang thé gi¢i, Chuong trinh qudc té
vé cong nghé va nghién ctru tudi tiéu IPTRID,
T6 chirc nong nghiép & luong thuc cia Lién
hop qudc FAO, Vién quan 1y tudi qubc té IWMI
va Uy ban tudi tiéu qubc té ICID da khoi xudng
xay dung phuong phap luan vé Benchmarking
trong tudi tiéu va nam 2001 di xdy dung phan
mém tryc tuyén OIBS (Online Irrigation
Benchmarking Services) cho tinh toan
Benchmarking (Ng6 Dang Hai, 2010).
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Quyét dinh s6 2212/QD-BNN-TCTL ngay
30.09.2013 ban hanh bo chi s6 danh gia quan ly
khai thac hé thong cong trinh thity loi cliing véi
dinh nghia chi tiét cta cac chi sd nay. Pay la két
qua cua mot du an dugc quéc té hd trg dua vao
huéng dan cia IWMI. Nim 2014 thi 44/63 cong
ty thuy nong di tinh toan lan dau tién
Benchmarking. Muc do tinh toan & cdp cong ty
hay dén tram/doi/hé thong thuy loi thi tuy thudc
vao tung cong ty thuy néng. Pay la bo
Benchmarking dau tién trong nganh thiy nong.
Song bo chi s6 nay co tac dung gi va sir dung
nhu thé ndo trong quan 1y thi can c6 nhiing
nghién ctru k§ va sau hon. Ngoai ra trong bao
céo ctia Tran S§ Vinh (2018) c6 dé xuat bo tiéu
chi bd sung va hudéng dan thyc hanh danh gia
hi€u qua hoat dong cua cac cong ty thuy nong.
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5. KET LUAN

Quan ly doanh nghiép hién dai khong thé
thiéu duoc bd cong cu hitu hidu gom
Benchmarking, phan tich rti ro/co hgi va thé
diém can bang BSC. Chung giup cho viéc gidm
sat va quan 1y chat luong hoat dong cua cac DN
trong nganh nudc (cap thoat nude do thi va thuy
loi phuc vu ndng nghi¢p) va hudng tdi viéc tim
kiém cai tot nhat tir trong cudc séng ning dong
trong thyc té (Best-in-Class ciia san phim/phan
san pham va qué trinh/phan qua trinh t6t nhat,
thay vi theo cach cii 1 di xay dung cai chuan va
cd dinh trong thoi gian dai). Tir d6 cac DN/cong
ty phai phin déu dé dat duoc cai tot nhat do.
Céac DN trong nganh nudéc ¢ Puc da som ap
dung bd cong cu nay tu 20 nam nay, dén nay

TAI LIEU THAM KHAO

chung da dugc hoan thién. Trong khodng thoi
gian 2002-2010 trong nganh cap thoat nudc d6
thi & Viét Nam da tién hanh xay dung budc dau
bd cong cu Benchmarking dau tién, con trong
nganh thiy néng phuc vu néng nghiép thi dén
nim 2013 méi ban hanh vin ban phép 1y vé tinh
toan Benchmarking va hau hét cac cong ty thuy
nong da ap dung. Du cdc nganh nudc & Viét
Nam c6 bit dau mudén véi hé thdng
Benchmarking, song la nhitng budc di quan
trong dau tién dé xay dung mot bo cong cu hiru
hiéu hd tro cho cong tac quan ly va gidm sat cac
DN trong nganh nudc. Can c6 nghién ciu tiép
theo dé hoan thién cong tac Benchmarking & cac
DN nganh nudc.
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Abstract:
EXPERIENCES IN DEVELOPING EFFECTIVE TOOLS FOR MONITORING AND
QUALITY MANAGEMENT OF COMPANIES IN WATER SECTOR IN GERMANY

Effective management tools such as Benchmarking with indicators on supply safety, water quality,
customer service, sustainability and economy play a central role in the implementation of the
modernization strategy in German water sector. This is followed by a risk/opotunity management
and balanced scorecard BSC. Within the framework of a project of the Gas and Water Association
DVGW, all the 12/16 benchmarking projects in Germany made in 1996/97 was reviewed and
improved. With this effective management tool, more than 6,200 companies in the water sector are
managed uniformly. This article presents the German experience in developing and applying
modern managment tools in water sector, thereby building a modern water industry, leading in
Europa and world. Irrigation and drainage sector in Vietnam with its own characteristics, when
implementing the restructuring plan in the irrigation sector and the Irrigation Law we should have
strong management tools to manage the sector more effectively and the German experiences are
good example.

Keywords: Benchmarking, Balanced scorecard BSC, Irrigation Management Company IMC,
support tools for system management and monitoring.
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