BAI BAO KHOA HQC

GIAI PHAP QUAN TRI KY THUAT TAI CONG TY TNHH MTV
QUAN LY KHAI THAC CONG TRINH THUY LQI QUANG TRI

Nguyén Sinh Céng', Péng Kim Hanh?

Tém tat: Quan tri ky thuat la viéc thuc hién déng bo cac chirc nang vé lap ké hoach, theo doi, kiém tra
qud trinh trién khai va thu thip két qua tir cdc yéu té dau vao la logi cong trinh, nguon liec sie dung va kha
nang tai chinh cua doanh nghiép xdy dung, ngodi ra con la qua trinh phan tich anh huong cong trinh,
chire nang nhiém vu cong trinh va hoach dinh phirong phép diéu hanh ky thudt hop Iy va dat hiéu qua cao
ciia nha quan Iy ky thudt. Thong qua phan tich thuc trang va ké hoach san xudt kinh doanh ciia Céong ty
IMC Quang Tri dé lam ré cong tdc quan tri ky thudt trong cdac cong ty khai thac cong trinh thuy loi va giai
phdp dé tang cwong cong tac quadn tri vé muc tleu quan ly, van hanh, khai thac cac cong trinh thuy loi .

Tir khéa: Quan trj k¥ thuat, an toan hd dap, ngudn nhén lyc, bao tri, sira chita cong trinh

1. PAT VAN DPE

1.1 Cong tac quan ly thiét ké, thi cong va van
hanh cong trinh tai Cong ty TNHH MTV
QLKT CTTL Quang Tri

Cong ty TNHH MTV QLKTCT Thuy loi
Quang Tri (IMC Quang Tri) dugc UBND tinh
Quang Tri giao nhiém vu quan 1y cac CTTL trong
diém cua tinh; gém 18 hd dap vua va I6n; 21 tram
bom vira va nho; 08 céng ngin min cung v6i hé
thong kénh muong hon 700 km trai dai trén dién
rong phuc vu tudi ti€éu cho hon 32.000 ha Ita cua
8 huyén thi, chiém gan 65% dién tich tudi tiéu
trén toan tinh (Tong cuc Thuy loi, 2019).

Tét ca cac CTTL trai rong trén dia ban 8 huyén
va thanh phd trong toan tinh. Cong trinh di qua
nhiéu vung c6 dia hinh, dia vat va dia chét phuc
tap, bao gdm ca vung ddi nui trung du va dong
béng. Quang Tri cling la khu vgc cé khi hau cuc
doan khic nghiét, hang nim vé mua mua thuong
xuyén bi 1t lut trén dién rong, vé mua kiét ne'ing
nong gay git kéo dai lién tuc nhiéu ngay. Do d6
cong trinh thuong & trong tinh trang ddi mat véi
su tan pha 1t lut, sy xadm thyc manh li¢t cua moi
truong thién nhién. Hau hét cac hd dap xay dung
trén 20 nam chua dugc kiém dinh an toan dap,
chua duoc cim mdc chi gidi bao vé ddy du, nhiéu

' Céng ty TNHH MTV Quan Iy khai thac céng trinh thity
loi Quang Tri
* Khoa Céng trinh, Truong Pai hoc Thity loi

h6 dap van dang con sir dung quy trinh vin hanh
diéu tiét tam thoi (Trong sé 18 hd va dap dang do
Cong ty quan 1y c6 11 hd dap da c6 quy trinh van
hanh chinh thic da dugc UBND tinh phé duyé¢t)
va phan 16n hd dap chua co6 phuong an phong,
chéng 1ii lut cho ving ha du.

Vao nim 2016 xay ra 02 su ¢ cong trinh. Do
la sat truot mai thuong luu hd Triéu Thuong 2 va
vO san ti€u nang tran xa 14 Nam Thach Han. Sau
khi su ¢ xay ra, UBND tinh da giao nhiém vu
chu dau tu du 4n: Stra chita tran xa 1 Nam Thach
Han cho IMC Quang Tri; chu dau tu di ky hop
dc“mg Khao sat, kiém dinh an toan dap va lap du an
dau tu XDCT; don vi tu van da hoan thanh hop
ddng nhung do khé khin vé ngudn vén nén dy an
van chua dugc phé duyét.

Hau hét s6 dap hién c6 & Quang Tri 1a dap dat
va phan 16n duge xay dung trong thoi gian chién
tranh v&i diéu kién vat tu kho khan, thi cong bang
thu cong, gép rat nén chat luong dap chua dam
bao, dic biét co nhitng hd da dugc xay dung trén
70 nim. Vi vay, nhiéu dap c6 hién tugng thim
nghiém trong, de doa dén an toan dap.

Pé thyc hién duy tu bao dudng nang cip CT
theo quy trinh bao tri, Cong ty 1ap ké hoach va
thuc hi¢n cac cong vigc can thiét nhu vé€ sinh cit
co, cat rong long kénh; nao vét boi lép long kénh,
xir 1y dip cac chd v& va mot trén kénh; stra chira
cac vi tri sat trugt tam 14t co khéi luong nho; son
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chéng gi cac thiét bi cta tran, cira cong, bao
dudng cong, sira chita cac ctra cong nho trén kénh
dé diéu tiét tudi; bao dudng may bom, sira chita
thay thé cac thiét bi tram bom,... dam bao thong
dong chay trén kénh md nudc phuc vu tudi.

Hang niam, Cong ty déu chi dao cic Xi nghiép

xay dung ké hoach duy tu bao dudng, ké hoach tudi
tiéu cho tirng hé thong, nhung ké hoach nay chu yéu
dua vao kinh nghiém nhiéu ndm, chua c6 dinh murc
tiéu thu nude cho timng ving, ting vu chudn xac dé
ap dung. Viéc thyc hi€n phan chia nudc nhiéu noi
con theo yéu ciu ciia ngudi dan, chua co quy trinh.

Bing 1. Hién trang cac cong trinh ho, dap trén dia ban tinh nim 2017 - 2018

S6 lwrgng CTTL (CT)
Cong ty Dia ‘n
TT| Hang muc CT 2 X Hién trang
Tong so0 ICM phuong
quén ly quén ly
| | CT hd chira 131 16 115 | 4 CT phat huy 70-80% nang luc
tudi. Hién tai c6 74 ho chira xudng cap
Céc CT phat huy 70-80% nang luc
2 | CT dap dang 204 02 202 tudi. Hién tai c6 25 dap dang xudng
cap
Céc CT phat huy 70-80% nang luc
3 | Tram bom 144 21 123 tudi. Hién tai c6 16 tram bom xudng
cap
4 Cbng ngan man, gii 14 Q 6 Céc CT phéat huy hi¢u qua Pgén ,mefm,
ngot gilt ngot, hién tai c6 6 CT xudng cap
5 | CT tudi khac 25 0 25 Chwa duoc dau tu ning cp, stra chita
Téng cong 518 47 471

(Nguon: SNN&PTNT tinh Qudng Tri)

1.2 Hoat dong sin xuit kinh doanh ciia
Cong ty

IMC Quang Tri 1a doanh nghiép nha nudc hoat
dong cong ich to chirc theo mé hinh Hoi dong
thanh vién, Ban giam ddc, kiém soét vién va cac
phong nghiép vu chirc nang. Quan tri cia doanh
nghiép bao gébm nhiéu hoat dong nhu: quan tri
nhan sy, quan tri tai chinh, quan tri san XUt thong

- Er8u vao \\

e __w»ww%

Chuyén hia

qua viéc quan 1y van hanh cong trinh cdp nudc
tudi tidu phuc vu san xuét, quan tri k¥ thuat thong
qua viéc lap ké hoach, giao, td chirc, kiém soat cac
hoat dong duy tu, stta chita, bado dudng, nang cép,
xay dung mdi cong trinh, quan 1y khai thac cong
trinh thay loi véi muc ti€u an toan van hanh cong
trinh, su dung nguén nudc hi¢u qua, tao diéu kién
dé phat trién kinh té - x3 hoi.

;

-Mhin sur

- Viin san st turdn tidu. .

- Mguyén wit ligu

- May moc, thiét by

- Céng trinh sdn co

- Lap ké hoach bao tri, duy tu
siva chita cing trinh. ké hoach

- Giao nh.ié::n vy va kafm zodt
qua trinh tmén kha

- Ki#m tra, béo can, dr béo

- Céng trinh an todn vin hanh,
phuc vy san xuat

- Pap g cac yéu cdu an sinh —
%8 héi

- Phiat trién kinh té

Hinh 1. Trinh tu thuc hién quan tri ky thudt cua IMC Quang Tri
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Hang nam, Cong ty déu chi dao cac Xi nghiép
xay dung ké hoach duy tu bao dudng, ké hoach
tudi tiéu cho timg hé thdng. Do ngudn cip bu TL
phi ¢6 han, tir nam 2016 dén 2018 kinh phi cho
cong tac duy tu sira chita cong trinh xap xi tir 2,0
dén 2,5 ty dong. Vi ngudn kinh phi han hep d6
hang nim dau mbi vu tudi Cong ty chi du dé thyc
hi¢n cac cong viéc can thiét dé tudi.

Trudec mdi mia mua 1 Cong ty ciing to chirc
kiém tra hién trang cong trinh va cho tu sta
nhitng diém xung yéu. Pdi voi cong tac sira
chita thuong xuyén cong trinh, dinh mirc kinh
phi hang nim khoang 9 ty dong va duoc giao
cho cac Xi nghi¢p quan ly va st dung duy tu
bao dudng cong trinh (véi don gia nhan cong
1y theo dinh murc ndi bo).

Biang 2. Tong hop Kinh phi sira chira thwong xuyén tir nim 2016-2018

DVT: 1.000 d
. - Nam Nam Nam n
TT Hang muc stra chira 2016 2017 2018 Muc tiéu
| | Sua chia blo dubng mdy | 50 ge) | 249877 | 260.193 | Dam bo van hanh thiét bi
moc thiét bi
Nao vét, phat quang, cit co, bam bao kénh muong cong
2 |stta chtta kénh muong, | 1.331.740 1'967'73 1973'3? trinh thong thoang dé dan
cong trinh hu héng nhé nuoc
3 | Stra chira nha ctra 283.420 42.391 34.639 | Phuc vu quan ly, sinh hoat
4 | Stra chita dot xuét 140.000 | 165.000 | 150.000 | Xt 1y cac hu hong dot xuat
2.425.01 | 2.418.19
2 2.015.142
Tong cong 015 5 5

(Nguon: Phong Ky thudt, IMC Qudng Tri)

Nguon nhan lyc ctiia Cong ty dap Gng cac yéu
cau vé san xuét, kinh doanh. Hang nim Cong ty
déu to chuc cac phong trao thi dua lao dong gioi,
lao dong sang tao, déy manh ung dung khoa hoc

cong nghé vao thuc tién, chu trong cong tac dao
tao boi dudng ning cao trinh d6 chuyén mon
nghiép vy, 1y ludn chinh tri cho doi ngii CBCNV-
Lao dong trong doanh nghiép.

Biang 3. Cong tac dio tao va tuyén dung lao dong tai IMC Quiang Tri nim 2014-2018

TT Két qua thue hién 2014 | 2015 | 2016 | 2017 | 2018 | Tong cong
I | Cong tac dao tao
1 | Thac sy 4
2 | K¥ su, cu nhan 14 3 5 22
3 | Cao cip LLCT 1 2
4 | Trung cap LLCT 4 5 4 4 10 27
5 | Quan 1y nha nudc, Quan ly DN 9 3 12
6 | Thi nang bac tay nghé 7 44 61 112
7 | Tap huan nghiép vu vé khéac 22 4 8 113 154
II | Tuyén dung lao dong méi
1 | Pai hoc 4 2 7 0 16
2 | Cao dang, trung cp 11 4 5 4 32
3 | So cép nghé 3 3 3 1 12

(Nguén Phong TC-HC, IMC Qudng Tri)
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2. THUC TRANG CONG TAC QUAN TRI
KY THUAT TAI CONG TY

2.1 Thue trang cong tiac quéan ly cong trinh

2.1.1 Cong tic qudn ly an toan hé dip

Cong tac tuan tra, kiém tra hd dap dugc thuc
hi¢n thuong xuyén theo quy dinh; dac biét trong
mua mua 1ii té chite truc, tudn tra 24/7. T4t ca cac
hdé déu co quy trinh x4 1i do UBND tinh phé
duyét. Tuy vay, cic hé théng cong trinh hiu nhu
chua duge kiém dinh an toan dap, chua dugc cam
mdc chi giéi bao vé day du, nhiéu hd dap van
dang sir dung quy trinh van hanh diéu tiét tam thoi
(Trong s6 18 hd va dap dang do Cong ty quan ly
c6 11 hd dap di cé quy trinh van hanh chinh thic,
07 cong trinh chua c6) va phan 16n hd dap chua co

phuong an phong, chdng 1 cho ving ha du (Bang
4). Mot s6 hé thong cong trinh tir khi dwa vao khai
thac thiéu sb liéu quan tric, do dac céac thong )
can thiét dé danh gia trang thai hoat dong cua
cong trinh nhu do bién dang, do lun, do tham,
quan tric cac tai liéu khi twong thuy van... nén
cong tac quan 1y an toan hd dap con gip nhiéu kho
khan. Dé ddi pho ¢ hiéu qua véi tinh hinh bién
d6i khi hau dang dién ra ngay cang kho ludng, bén
canh viéc to chirc truc bao vé, kiém tra, quan tric
ho dap theo dung quy dinh, Cong ty da lap cac ké
hoach kiém dinh an toan dap, lap quy trinh van
hanh diéu tiét, cim mdc chi gidi bao vé, ké hoach
mg pho khan cip, phong 1i cho ving ha du hd
dap (EPP).

Bang 4. Ké hoach thuc hién giai doan 2019-2021

TT Danh muc Pa c6 | Dang thuc hién | Phai thuc hién
1 | Kiém dinh an toan dap 01 17
2 | Quy trinh van hanh, diéu tiét 11 07
3 | Cam mdc chi gidi bao vé cong trinh 11 07
4 | Ké hoach tng pho khan cap, phong lii cho ha du 05 02 11

Qua cac nam thue hién, hau hét cac cong trinh
thity lgi déu dang hoat dong binh thuong, trir 02
su ¢6 cong trinh vao nam 2016. D6 1a sy ¢d cong

trinh sat truot mai thuong luu hd Triéu Thuong 2
va sy ¢d v&, x0i 16 san tiéu ning tran xa 1 Nam
Thach Han.

Biang 5. Hé thong cac ho dip dwoc diu tw nang cip, sira chira giai doan 2014-2016

TT Hb chira, dap Dung tl'c3h 1\3:::3,% L":’; Vén dﬁ}l tu §6 lan ning
(Trigu m’) twéi (ha) (trigudong) | cap, sira chira

Niim 2014 59.078,52

1 | HO Triéu Thuong 1 4,114 588 59.078,52 1

2 | Hb Triéu Thuong 2 4,344 1
Niim 2016 193.609,90

3 | Pap dau mdi Nam Thach Han 10,000 15.067 10.768,90 1

4 | Hé théng ddu mbi ho La Nga 32,800 2.450 | 105.322,00 1

5 | Hé thong dau mdi hd Truc Kinh 39,200 2.550 77.519,00 1

(Nguén: S6& NN va PTNT Qudng Tri)

2.1.2 Céng tac duy tu bdao dwong

DPé thuc hién duy tu bao dudng nang cép
cong trinh theo quy trinh bao tri, Cong ty lap ké
hoach va thuc hién céc cong viéc can thiét nhu
vé sinh cét co, cit rong long kénh; nao vét boi
lap 1ong kénh, xir 1y dap cac chd vd va mot trén

kénh; stra chita cac vi tri sat trugt tAm lat co
khdi luong nho; son chéng gi cac thiét bi cira
tran, ctra cong, bao dudng cdng, sitra chita cac
cira cong nho trén kénh dé diéu tiét tudi; bao
dudng may bom, sira chira thay thé cac thiét bi
tram bom, son chdng ri éng hat, éng xa... dé
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dam bao khoi thong dong chdy trén kénh, md
nudc phuc vu tuoi.

2.2 Nhirng ton tai, han ché trong cong tac
quan tri ky thuat

Nhiém vu san xuét cta don vi phu thudc nhiéu
yéu t6 khach quan do bién d6i bat thuong cia thoi
tiét khi hau nhu: han han, 1ii bdo anh huong khong
nho dén viéc lap ké hoach cua don vi. Nang luc
can bo k¥ thudt lam cong tac lap ké hoach con han
ché, cong tac lap ké hoach con chu yéu dua vao
kinh nghiém; chua xay dung dugc dinh mac kinh
té k¥ thuat cu thé dé ap dung d6i véi ting cong
trinh nén viéc lap ké hoach chua chinh xac, thiéu
tinh du bao su bién dong co thé Xay ra; vi¢c diéu
chinh k& hoach lién tuc anh hudng dén cong tac
kiém soat danh gia cong viéc.

Vé co céu td chuc, chic nang, nhiém vu cla
cac Phong truc thuoc Cong ty chua rd rang, nhu
mdi quan hé vé nhiém vu, viéc phéi két hop giira
cac Phong con thiéu khiang khit. V&i cong tac
quan tri ky thuat cu thé vé bao tri, dau tu nang
cap, xay dung méi, hién dai hoa, xir Iy khic phuc
su ¢b cong trinh, may moc, thiét bi; cim mdc chi
gidi pham vi bdo v€ cong trinh thuy lgi doi héi vai
trd lanh dao tir cap truong phong, giam dbc Xi
nghiép trd 1én rit quan trong. Mdi ca nhan can
phéi c6 trinh d6 quan 1y chuyén sdu, nim bat dugc
thyc trang cong trinh, co kinh nghiém vé xir 1y,
giai quyét cac tinh hudng kho khan bt lgi co thé
xay ra dé to chirc 1ap ké hoach, kiém soat chit ché
moi cong viéc. Hién tai, mot s6 chtrc danh quan ly
con kiém nhiém nhiéu chtic ning, chua duoc phan
dinh rach roi nén trong viéc kiém soat cong viéc
thiéu tap trung.

Cong tac bao tri do chua c6 dinh murc stra chita
thudng xuyén nén viéc tinh toan khdi luong, dinh
mirc, don gia co sy khong thong nhat giira cac Xi
nghiép. Dbi véi viéc sira chita, nang cap; xay
dung méi thi hang nim Cong ty déu lap ké hoach
trinh cp trén phé duyét dé t6 chirc thuc hién. Tir
nim 2016 dén nay, do diéu kién kinh phi nén méot
s6 cong trinh bi hu hong, xudng cap nhung khong
c6 kinh phi dé stra chira; c4 biét, cong trinh Tran
xa It Nam Thach Han bi hu hong san ti€u nang,
nguy co mét 6n dinh cao tir thang 10/2016, nhung
dén nay chi méi dugc stra chita tam. Nang luc cta

don vi Tu van thiét ké trong viéc tmg dung giai
phap cong nghé xur 1y cac sy cb cong trinh chua
cao, nén mat nhiéu thoi gian trong viéc dé xuét
phuong an xtr ly.

3. GIAI PHAP HOAN THIEN

3.1. Giai phap hoan thién cong tic quan tri
ngudn nhén luc

Nang cao kha nang chuyén moén hda tai cac
phong chirc ning, bao gdm cac Phong: TH chirc -
Hanh chinh, K¥ thuat, Kinh té. Ddng thoi ting
cuong su phdi hop giita cac Phong, Xi nghiép truc
thudc nham nang cao kha niang lanh dao ciia Cong
ty; phat huy hon nira vai tro hoat dong cua céc
Phong, Xi nghi¢p truc thudc trong viéc tham muu
cho 1anh dao vé cic mit hoat dong cua Cong ty.
Do cong tac quan tri ky thuat 13 then chdt cua
quan 1y cong trinh nén ngudn k¥ su chét lugng cao
lam cong tac quan ly phai bdi dudng thudng
xuyén d& ho trd thanh nha quan tri ky thuat
chuyén nghiép.

Cong ty sip xép lai co ciu td chirc cac don vi,
thuc hién ding chirc nang; tiép tuc ra soat lai dinh
bién lao dong, xay dung dinh murc stra chita thuong
xuyén, bd trf lao dong phut hop véi trinh do.

3.2 Hoan thién mé hinh quan tri ky thuit
Cong ty

Hoan thién mé hinh quan tri theo kiéu lién két
chiic nang — ma trén (Michael K. Badawy (1995), Lé
Van Hung, Lé Thai Binh (2010)). M6 hinh nay Hoi
dong thanh vién, Ban Giam ddc Cong ty duoc su
tham muu cua cac phong ban chiic ning vé mit
chuyén mén nhu: Phong Kinh t&, Phong T6 chirc —
Hanh chinh va Phong K§ thuat 1ap ké hoach, ra quyét
dinh, t6 chirc thuc hién va kiém soat cong viéc. Giam
dbc cac Xi nghiép thanh vién voi chirc ning 13 nha
quan tri cap co s& chiu trach nhiém truéc Tong Giam
dbc Cong ty vé don vi do minh phu trach.

Giam ddc cac Xi nghiép thanh vién ciing cé
cac bo phan tham muu nhu & mé hinh quan tri cia
cong ty. Tong Giam ddc cong ty khong tham gia
chi dao cac don vi truc thuoc Xi nghiép. Vi vay,
st dung mo hinh chitc ning — ma tran s€ giai
quyét dugc van dé phan giao quyén lyc va trach
nhiém rd rang, giam bét duge tang nic trung gian
trong bd may to chirc, thong tin phd bién va phan
hoi trong ndi bd nhanh chong,
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‘ HOI DONG THANH VIEN ‘

BAN GIAM BOC
BAN GIAM BOC \;
KBﬁph@"n le--»| Biphin |a-» B phin
] ] ‘ Té chire -HE Ké toan K§ thuit
PHONG  |q---» PHONG |4---# PHONG
TC-HC KINH TE KY¥ THUAT l /i\
¥ /L é) —.-{ CUM TRUGNG TN A
% GB XN NAM THACH I-Li.ﬂ 'I i
)\ \l/ 5 ﬁ CUM TRUGNG TN B @
—-| GB XN GIO CAM HA N > JL I
] 0
Hinh 2. Mo hinh quan tri ky thuadt cua IMC Hinh 3. M6 hinh quan tri ky thudt cia cac
Quang Tri Xi nghiép thanh vién

3.3 Hoan thién cong tic kiém soat két qua

thue hién ké hoach san xuit
Kiém soat két qua thyc hi¢n ké hoach bao g

céc hoat dong theo ddi va kiém tra qua trinh trién
khai ké hoach nhim dam bao dat dwgc muc tiéu

om  va hiéu qua cua ké hoach da dé ra.

K&t qua thire I hrmgke"t »| 50 sénhﬂnm;tai o Hac dinh sa
te (1) o thope 15 () vt i choadn (3) l&ch {4}
T L
Kétquammg | Thyc hién cac Euvarachuomg | Phiantichnguén
rradin () N diéu chinh (7) trinh clify chith (8) | thdn sailéch (5)

Hinh 4. So' d6 cong tdac kiém sodt thue hién ké hoach

Hoan thién quy trinh 18p ké hoach, thay budc

budc “phan tich méi truong”. Quy trinh cong tac lap

“danh gid tinh hinh thyc hién ké hoach nam” brflng ké hoach thuong dugc thyc hi€n 6 thang mot lan

Trach nhitm

Noi dung

B& phin lip k& hoach, cdc dm

‘ Fhin ti
Wi thanh vign

chmdi tremg ‘ ‘ Tinh hinh thie hign ndm toede

} |

Ban difu hinh Céng ty vi cdc

domn v tharh vign X

dv dung dinh hudn g va nhigm i cdngtde kK thudt

Cée don v thinh vigh

b

‘ Lip két hoach chi tift ‘

!

Chura dat
-—

B& phinlip ké hoachClng ty

Ténghop ki hoachnim téi cha Cone tv

Téng Gism dbe, H& déng
thanh vién
Thng Ciam dc, Hi ding
thanh vién

Hinh 5. So do quy

3.4. Giai phap hoach dinh cdng tic san xuit

— kinh doanh cho cac cong trinh
3.4.1 Ra sodt, diéu chinh nhiém vu
thong CTTL

26

’

Biat
Phé duyét

trinh cong tdc lgp ké hoach

Noi dung danh gia gdm: co so ha tang,
phuong thitc t6 chic quan 1y, ning luc cua doi
ngli can by, cong nhan vién, hién trang va kha
ning mé rong cung cip dich vu. Tong hop

hé

KHOA HOC KY THUAT THUY LO1 VA MOI TRUONG - SO 66 (9/2019)



danh gia két qua thuc hién ké hoach hién dai
héa hé thdng cong trinh thuy loi giai doan
2016-2020, trong tam la cac CTTL Ién do
Coéng ty quan ly nhu: H¢ théng TL Nam Thach
Han; cac HO Trac Kinh, La Nga, ...; Tram bom
Cam L9; va cac CT ngdn man gitra ngot Xuan
Hoa, Mai X4, Viét Yén va Vinh Phudc. Pong
thoi tiép tuc nghién ctru, dé xuat cac giai phap
cung cép nudc man, ngot chu dong, dam bao
chét lugng nudc cho khu vyc nudi tréng thuy
san, sinh hoat, dich vu, cong nghiép dé nang
cao hiéu qua sir dung tong hop ngudn nude.

3.4.2 Ra sodt an toan ddp

Diéu chinh, bd sung ké hoach dam bao an
toan hd chira; ra soat cac hd dap hu hong, xuong
cap va dé& xuit bién phap sira chita, ning cap;
kiém dinh dap, danh gia lai kha ning xa 1i c6
xét dén bién d6i khi hau va phu hop véi tiéu
chuan hién hanh, tung budc nang muc dam bao
theo chuan muc qubc té cho hd chira 16n; ting
cuong nang lyc duy bao li va tung budc van
hanh thoi gian thuc cho hd chira 16n; ting cudng
cac giai phap dam bdo an toan cho vung ha luu
trong trudong hop khén cép.

Tiép tuc 1ap va trinh duyét Quy trinh van hanh
hé chira cho 07 cong trinh chua ¢6 quy trinh van
hanh, gom céc hd chira Nghia Hy; Trung Chi; Khe
May; Phu Dung; Kinh Mon; Ru Linh; Bau Nhum
(UBND tinh Quang Tri, 2017). Bé lam tot cong
tac ndy can tap trung cac giai phap sau:

- Phan doan cong trinh giao cho cong nhan
quan ly cy thé;

- Phdi hop vé6i dia phuong giai toa cac trudng
hop vi pham hanh lang cong trinh, ngin chan tai
lan chiém;

- T6 chitc kiém tra cong trinh trudc mua
mua 11, chu dong 1ap phuong an PCLB cho céc
ho dap;

- Mua mua 1 td chire true PCLB tai dau moi
hé dap nghiém tac, tich nudc va xa li dung
quy trinh;

- Lam t6t cong tac kiém dinh an toan dap nhim
danh gia su an toan cong trinh dé c6 bién phap
quan ly.

3.4.3 Hoan thién vé t6 chirc kj thudt
cong trinh

MB&i cong trinh déu c6 nhirng dic diém riéng vé
ky thuat do vay dé quan 1y t6t can nim viing yéu

cau ky thuat cua tu’ng loai cong trinh. Phai lam t6t
cong tac tuyén truyén gido duc cong ddng huong
lgi cung tham gia quan 1y va bao v¢. Bén canh k¥
thuat cong trinh thi con cin tinh toan chinh xéac
cac dinh mirc nhu dinh murc k¥ thuat, dinh mtc str
dung nudc tudi, dinh mic st dung dién nang. Lap
céc ké hoach td chirc duy tu, bao dudng, sua chira
cong trinh mot cach cu thé.

T6 chiic quan Iy khong phai bit dau sau khi xay
dung cong trinh xong ma trong qué trinh khao sat,
thiét k&, nguoi thiét ké da phai sip xép timg cong
viée cu thé, khoa hoc nhu t6 chirc bd tri thiét bi an
toan, nhimng diéu kién can thiét dé stra chira va duy
tu bao dudng, cong tac quan tric, cac diéu kién van
hanh c6ng trinh. Ngudi quan Iy mudn hoan thanh t6t
nhiém vu cin phai nim viing tai liéu k¥ thudt vé
thiét ké, ban v& thi cong, wu nhugc diém va bién
phap xur 1y trong qua trinh thi cong, tai liéu nghi€ém
thu. Tién hanh kiém tra, ra soat lai timg hé thong
CTTL dé danh gia kha nang phuc vu, c6 ké hoach tu
stra kip thoi nhitng hu hong ¢ cong trinh dau mbi,
khong dé xay ra sy ¢6 khi van hanh.

Xay dyng ké hoach stra chita ning cip céac
cong trinh bi xubng cip dé dam bao phuc vu tudi;
B6 sung thém cac cong trinh xdy méi phu hop véi
phuong an chdng han, dap Gmg nhiém vu tudi tiéu
cho cac dija phuong. To chiic nao vét dat long hd
nham ting dung tich chira nudc, g pho voi bién
d6i khi hau. Trién khai céng tic cim mdc chi gidi
dé tao co so phap ly cho cong tac quan Iy CT
duoc chat ché hon.

3.4.4 Ung dung tién bé khoa hoc cong nghé
trong QLKT CTTL

Tung budc nghién ctru 4p dung khoa hoc k¥
thuat vé SCADA, MIS va GIS dé hd trg va nang cao
hiéu qua cong tic QLKT CTTL. Cé ké hoach diao
tao ngudn nhan lyc song song v6i xay dung céc co
s¢ dit liéu (CSDL) cho cac tmg dung mong mudn.
Viéc van hang thir nghiém, hi€u chinh va danh gia
hiéu qua ctia cac Hé thong thong tin 13 quan trong dé
mo rong cac ing dung cho QLKT CTTL.

Hién tai, BQL DA WB7 chuén bi lap dit cac
thiét bj SCADA trén dau mdi cac hé thong TL La
Nga, Tric Kinh. Dy an WB7 cling xay dung h¢
théng quan 1y thong tin nén (GIS); cac hé thong
thong tin quan ly (MIS) phuc vu cho cong tac quan
1y, didu hanh. Cong ty dang ciing v6i Nha thiu cung
cép dich vu t6 chirc van hang thtr nghiém, hi¢u chinh
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va danh gid hiéu quéa cta cac Hé thong thong tin dé
md rong cac tmg dung QLKT cho tat ca CTTL. Vé
lau dai can mua sim thiét bi va lip dat hé théng
théng tin phuc vu cho cong tac quan 1y, diéu hanh,
timg budc ning cao ning sudt va chat luong hidu
qua QLKT cac CTTL.

4. KET LUAN

Quan tri k¥ thuat dong vai trd quan trong ddi
véi mot doanh nghi¢p noi chung, doanh nghi¢p
quan 1y khai thac cong trinh thuy lgi Quang Tri
noi riéng; tir giai doan 1ap ké hoach, t6 chirc, kiém
soat... dén viéc thyc hién nhiém vy dinh hudng
nhan luc dé lanh dao, tao dong lyc va hoan thién
co ché chinh sich nhim xdy dung doanh nghiép
phét trién bén viing.

Téng Giam ddc chiu trach nhiém chinh viéc
xay dung doi ngli quan tri k¥ thuat vién cho cong

ty v6i muc tiéw: Thuc hién dao tao, tap huén bdi
dudng, ning cao trach nhiém, luong tdm nghé
nghiép va nang luc quan ly, van hanh cda céan bo,
nhan vién lam nhiém vy quan ly, khai thac CTTL
dam bao du nang luc theo quy dinh hién hanh, dap
mg yéu cau hién dal hoa cong tac quan ly thuy
loi, phuc vu tai co cdu Nganh nong nghiép va gin
véi xay dung Nong thon moi.

Nguoi l[am cong tac quan tri k¥ thuat cia don
vi s& giai quyét cac van dé ton tai trong qua trinh
thyc hién chién lugc phat trién Cong ty véi cac
nh(')rn giéi phap: Quan tri v& ngudn nhan luc; quan
tri vé ké hoach khai thac cong trinh; quan tri van
hanh, stra chita, duy tu; quy trinh kiém soat chat
luong, tiét kiém chi phi giam that thoat chi phi
bang phan mém quan tri.
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Abstract:
PROJECT MANAGEMENT FOR ENGINEERING SOLUTION IN IMC QUANG TRI

Project management for engineering is the synchronous implementation of the functions of planning,
monitoring, checking the implementation process and collecting the results from the input factors, the
type of works, the resources used and the ability to finance of construction enterprises, in addition to the
process of analyzing and influencing works, functions and tasks of the project and planning methods of
reasonable management and high efficiency of technical managers. Through analyzing the status and
production and business plan of Quang Tri IMC Company to clarify in the companies exploiting
irrigation works and solutions to strengthen the management of the item management, operation and
exploitation of irrigation works.

Keywords: Project management for engineering, safety of dams, human resources, maintenance and
repair of works
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