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Phuong phap trién khai hé thong
quan ly nang luong

TS. LE ANH TUAN - Khoa Quén tri Kinh doanh - Truong Pai hoc Pién luc

KS. CU HUY QUANG -Vu Khoa hoc Cdng nghé va Tiét kiém Néng luong; Téng cuc Néng luong — B6 Cng Thuong

I. GIOT THIEU CHUNG

S&r dung nang lugng (NL) tiét kiém
va hiéu qua hién dang la van dé chién
lugc quan trong, mang tam qudc gia
va dudc cu thé héa bang Luét str dung
ndng lugng tiét kiém va hiéu qua da
dugc Qudoc hoi théng qua ngay
17/6/2010, c6 hiéu luc tUr ngay
01/01/2011. Theo yéu cau cua Luat,
viéc trién khai mé hinh quan ly ndng
lugng (QLNL) la b3t budc dbi véi cac
doanh nghiép (DN) trong diém.

Khai niém mo hinh QLNL dugc dé
cap dén trong Luat chinh la dai dién
clia cac hé thdng QLNL. & Viét Nam,
hién nay chua cé huéng dan chuin
tc vé trién khai hé théng QLNLvao
thuc té. Do vay, bai bao nay sé gidi
thiéu mdt phuong phap trién khai hé
thdng QLNL cho cac DN cong nghiép
tiéu thu NL trong diém tai Viét Nam.

II. PANH GIATHUC
TRANG HOAT PONG C UA
QUAN LY NANG LUONG
a) Gigi thiéu vé QLNL va Hé
thong QLNL

- Theo Capehart va cong su [1],
QLNL Ia “viéc sir dung NL ding dan va
hiéu qua dé t8i uu hda Igi nhuén
(gidm thiéu chi phi) va nang cao vi thé
canh tranh”. Theo Hé thdng QLNL -
ISO 50001 (ban du thao), QLNL la
“mot tap cac yéu td tudng tac vdi
nhau dé& thiét 1ap chinh sach va cac
muc tiéu NL, cac thd tuc va qua trinh
dé dat dudc cac muc tiéu nay”. Trong
thuc t€, cong viéc QLNL phai hudng
tdi su’ phat trién bén ving. QLNL bén
vitng cé thé dugc xem 1a mdt chuong
trinh ap dung QLNL, giup lién tuc nang
cao hiéu qua str dung NL tai cd sé.

DE& duy tri tinh bén viing cla hoat
ddng QLNL trong td chirc, ta can trién
khai mot hé théng QLNL. Hé thdng
QLNL gitip DN duy tri va lién tuc nang
cao hiéu qua clia hoat dong QLNL bén
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1. CHINH SACH NANG LUQNG CUA TO CHUC

Khong c6 chinh sach nang lugng rd rang

Khong c6 céc chi dan tiét kiém hiéu qua ning lrong bang vin ban

Chura 4p dung chinh séch ning hrong dua ra boi ngudi quan I nang hrong hay quan Iy cip cao

C6 chinh séich niing lrgng, nhung khong c6 cam két cia CEO

C6 chinh séch nang lwong, ké hoach hanh dong, ¢6 cam két cia CEO
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2. CAU TRUC TO CHUC VE QLNL Piém

Khong c6 t6 chirc/ca nhin chiu trich nhiém vé tiéu thy ning hrong tai cong ty

Ngudi quan I ning hrong c6 vai trd han ché trong cong ty

Khong quy dinh 1 chirc trach quan Iy nang luong

C6 ban/ nhom quén 1y ndng lwgng tai cong ty

Quan Iy nang Iwgng 14 1 trong nhitng ndi dung cta quan Iy cong ty
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3.PAO TAO BE PAT HIEU QUA NANG LUQNG Piém

Khong dio tao nhin vién vé ning hrgng

Cac nhan vién ky thuat thinh thodng tham gia cac khoa hoc

Co yéu cau dao tao cho mot s c4 nhan duge Iya chon trong t0 chirc

Dao tao ning hrong huéng t6i cac ho sir dung chii yéu dyra trén phan tich nhu cau dao tao

Dao tao day dii va phit hop cho nhén vién theo cac nhu cu duoc xéc dinh ¢6 dénh gid
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4.0 LUONG HIEU QUA QLNL Piém

Khong ¢6 hé théng thong tin, do kiém

Chi kiém tra céc hoa don niing hrong

Béo cdo hang thang cac dang nang lwgng st dung

Do luong hiéu qua hing tuan cho mdi qua trinh, don vi hay toa nha

Do ludng hitu qua day du theo muc tiéu véi béo cdo quan Iy hicu qua
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5. TRUYEN THONG VE HIEU QUA QLNL PAT PUQC Piém

Khéng c6 cac hoat dong chinh thirc nhim thic ddy higu qua ning hrgng

Khong thuong xuyén c6 céc lién hé /hoat dng chinh thirc nham thic déy hiéu qua ning hrong

C6 sir dung mot vai hinh thirc truyén thong dé thic ddy higu qua ning hrong

Thudng xuyén tom tit, bdo céo va thic ddy hiéu qua ning hrong

Extensive communication of energy efficiency within and outside organization
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6. CAC TIEU CHI PAU TU VE HIEU QUA NANG LUQNG DPiém

Khong c6 ké hoach dau tr nhim nang cao hiéu suit nang lugng

Chi thyc hién céc bign phap chi phi thip

Xét dau tir chi theo phuong dién hoan vén nhanh

Sir dung tiéu chuén hoan vén dau tw dé xép loai cac hoat dong déu tu
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C6 k& hoach cu thé va chi tiét cho céc ddu tu m&i va cai thién cac thiét bi dang sir dung

Hinh 1. Vi du vé Ma trén QLNL

viing. Tuy nhién, hé thdng nay chi tap
trung vao cac qua trinh va hoat dong
tac dong truc ti€p dén lugng NL tiéu
thu trong cac DN.

b) Panh gia thuc trang hoat
dong QLNL

DE& gilip cdc DN trién khai hé thdng
QLNL, ta can danh gia dugc hién trang
QLNL cGa DN thong qua ma tran
QLNL. Ma tréan QLNL c6 6 cOt va 5

hang, mdi cot tugng trung cho mdt
trong 6 khia canh QLNL dugc néu trén
Hinh 1. Cac thong tin vé ma tran co
thé dugc chuyén sang dang db thi dé
dé danh gia.

Céac ndi dung trong cac c6t ciia ma
trdn QLNL dugc danh giad cho diém
theo tirng dan vi, véi s6 diém tir (0 -
4) dai dién cho mirc d6 chap nhan cla
tirng khia canh QLNL (0 la thap nhat
va 4 la cao nhat). Cac 0 dugc hoan



thanh thong qua khao sat thuc té co
tham khao y kién cac Ianh dao cap cao
clia DN. Bang cach vé duting qua tiing
0 tot nhat trong ma tran QLNL sé cho
ta biét tinh trang QLNL hién hanh. Cac
noi dung chi ti€t cia ma tran QLNL cd
thé& tham khao trong tai liéu dao tao
ngudi quan ly nang lugng [2].

III. TRIEN KHAI HE THONG
QLNL TRONG THUC TE
Van dé dau tién khi quyét dinh

trién khai hé théng QLNL Ia cdn ndm
chdc cac théng tin vé toan bd hé
thong. Can thu thap cac théng tin vé
cdng ty, nhu cd ciu t8 chirc, hé théng
bdo cao, thong tin vé cac loai san
pham san xuét, thdng tin v& cac loai
NL st dung, cac chuang trinh dao tao
cling nhu cac hoat dong dau tu trong
4 nam gan nhat. Tur cac thong tin trén,
ta c6 thé danh gia cac uu, nhugc diém
cla hé théng quan ly cta cong ty, cac
van dé dudc va chua dugc lién quan
t&i QLNL. Bén canh cac thong tin trén,
hién trang QLNL tai cong ty can dugc
danh gia cu thé bang cach st dung
ma tran QLNL da cho & phan trudc.

V& cd ban, viéc trién khai hé théng
QLNL tuén theo chu trinh cd ban thé
hién & Hinh 2. D& thuc hién cac cong
viéc ti€p theo, ta can cé dugc cam két
tlr ban lanh dao cong ty vé viéc sé
trién khai hé thdng QLNL trong cdng
ty. Sau dd, xac dinh co ciu td chirc
cho QLNL tai cong ty, chi dinh ngudi
QLNL va nhém QLNL. Ngudi QLNL c6
chirc n&ng va nang luc téi thiéu theo
ludt dinh [5], ngoai ra, cé thé cd thém
cac chilic nang va nang luc khac theo
yéu cau cta daon vi.

V& cd ciu t6 chic QLNL trong
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Hinh 3. Vi du vé thu tuc QLNL tai cap co sd ([6])

cong ty, giam ddc ky thuat gilr vai tro
phu trach nhdm QLNL. Cao ciu td chirc
nay dé dudc chdp nhan bdi nhiéu
cong ty & Viét Nam. Tuy nhién theo
cac khuyén cao trong thuc té€ (ng
dung, vi tri phu trdch nhdm QLNL nén
do gidm doc phu trach san xuat dam
nhan. Ly do la gidam d6c san xuat nhin
thay ro nhat viéc sir dung NL kém hiéu
qua xay ra & nhitng chd nao trong hé
thong san xuat.

Trong hé thong QLNL cua cong ty,
ngudi QLNL cé nhiém vu soan thao
chinh sach NL cho cbng ty véi su trg
gilp cla cac thanh vién ctia nhom
QLNL. Chinh sach NL c6 thé khac nhau
gilta cac dan vi khac nhau, tuy nhién
chinh s&ch nay can c6 cac diém chung.

[Xa’cla’_’sp sw cam két ]

,[ Panh gia hien trang va xac ]
dinh muc tiéu

[ Xay dwng ké hoach
hanh déng (P)

Muc tiéu tiép theo ]

“{ Nhandién thanh qua (A) ][ Thuchién ké hoach (D) |

Panh gia qua trinh (C)

Hinh 2. Lé trinh co ban thuc hién trién khai hé théng QLNL

Bén canh chinh sach NL, cac thu
tuc khac vé QLNL & cac cap do khac
nhau cling can dugc xay dung. Hinh 3
cho ta mét vi du vé thd tuc QLNL &
cap cd sd. Ngoai ra, con phai phat
trién cac thu tuc QLNL cho cac cdp
thap han nhu cac cap EAC (Trung tam
tiéu thu NL).

Céc trung tAm tiéu thu NL c6 thé
dugc dinh nghia theo: (a) cac khu vuc
chirc nang; (b) theo thiét bi va hé
thdng; (c) theo cac khu vuc chirc ndng
va hé thong. Hinh 3 cho ta mét vi du
vé phugng phap phan chia cac trung
tam tiéu thu NL theo cac khu vuc chirc
nang trong qua trinh san xuat.

Ti€p do ta can phan tich str dung
NL va cac chi phi lién quan t&i NL st
dung tai dan vi. D& thuc hién dugc
viéc nay ta can xay dung dugc s do
khGi mé ta sgd d6 cong nghé va cac
dang NL tiéu thu tai don vi (Hinh 4).

Sa d6 khdi nay sé gilp ta danh gia
céc diém can xem xét danh gia ky vé
mat str dung NL trong hé théng. O cap
dd cao hon, ta c6 thé xay dung s do
dong NL, bao gom phan NL sinh ra, ti
Ié cac loai NL hitu dung va ti 1é cac
dang NL t&n that (bi€u d6 Sankey). S
dd nay sé giup ta thdy ré han cac van
d@ ton that NL va noi can tap trung dé
gidm ton that.

Trong phan nay ta sé phai xem xét
phan tich ky cac thong tin NL, nhu: Ti
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Hinh 4. So dé céng nghé va cac dang NL tiéu thu tai mot nha may xi mang.
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Hinh 5. D6 thi vé san lugng va NL st dung [6]

I€ NL str dung tai cac b6 phan tiéu thu
NL, NL tiéu thu theo thang, ti 1€ NL
tiéu thu theo san lugng, cac xu hudng
tiéu thu NL. D& danh gia tdt nhat cac
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thdng tin str dung NL, can phai chuyén

cac théng tin nay sang dang do thj dé

dé quan sat, danh gia.
Hinh 5 mo ta san lugng va NL tiéu

thu theo thang, cho ta biét xu hudng
san xuat va tiéu thu NL, dong thdi, co
thé thiy dudc quan hé tucng déi gitta
cac dai lugng nay.

Hinh 6 mo6 ta dién nang tiéu thu
trén mot tan san pham theo cac mirc
san lugng san xuat. Nhin vao do thi
nay, ta thay san lugng cang cao thi NL
tiéu thu trén moét don vi san pham
cang giam. Cac do thi sé gilp danh gia
qua trinh st dung NL tai DN co hiéu
qua hay khong?

Trong phan nay ta cling xac dinh
cac chi s6 hiéu qua NL (EEI) tai dan vi.
Chi s8 nay cé thé 1a NL, dién n3ng tiéu
thu trén mot don vi san pham va sé
dudc so sanh vdi cac chi so trung binh
nganh hodc cac chi sé so sanh khac.
Néu chi sd tiéu thu NL thap hon so véi
cac chi s6 trung binh nganh thi kha
nang nang cao hiéu qua str dung NL sé
con rét 16n. Viéc nay cd thé gilp xac
dinh cac muc tiéu cai thién mic tiéu
thu NL khi xem xét lai chinh sach NL.

Cac giai phap tiét kiém nang lugng
(TKNL) cu thé dugc xac dinh thdng
qua hoat ddng kiém toan NL. Viéc
thuc hién ki€ém toan NL c6 thé thuc
hién théng qua viéc s dung nguoén
luc trong c6ng ty hodc thué kiém todn
bén ngoai.

Sau kiém todn ta s& cd dudc téng
hdp cac cd héi TKNL. T danh sach
cac ¢ hoi nay, ta sé phai lua chon cac
phuong an dau tu TKNL phu hagp
nhat. P& lua chon chinh xac ta sé phai
tinh toan cac chi tiéu hiéu qua chinh
cla cac phuong an TKNL nay khi hinh
thanh du an dau tu. Cac chi tiéu chinh
la: (a) thdi gian hoan von; (b) gia tri
hién tai thuan cta du an (NPV), (c)
suat hoan von ndi tai cia du an (IRR).
Phuang phap tinh cac chi s6 hiéu qua
du &n cé thé tham khao Tai liéu dao
tao ngudi quan ly nang lugng [2]. Cac
nguyén tic lua chon cac phuong an
TKNL la:

- Uu tién lua chon céc du an (thuc
hién cac giai phap TKNL) cudi dong
trudc (cac du an nang cao hiéu qua st
dung NL trong khau san xuat).

- Cac du an cd thai gian hoan von
ngdn (khoang 1 nam) va chi phi dau
tu thap.

- Cac du an co cac chi s NPV va
IRR cao.

Bén canh viéc lua chon cac
phugng an dau tu TKNL hiéu qua, ta
cling can phai xac dinh cac ca hoi tiét
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Hinh 6. DG thi dién nang tiéu thu theo muc san lugng

kiém dién hinh tai cac khu vuc tiéu thu
NL dé t&r d6 cd cac phuang phap quan
ly hgp ly. Vi du tac gia Lé Anh [4] cho
ta cdc co hdi TKNL dién hinh trong
nganh xi mang. DGi vdi cac nganh
khac ta cling thuc hién cac ndi dung
tudng tu.

Hiéu qua NL trong t6 chic cling
nhu hiéu qua dat dudc sau khi ap
dung cac giai phap TKNL can phai
dugc theo doi, giam sat mot cach chat
ché&. Do vay khi trién khai hé théng
QLNL ta phai xac lap mot hé théng do
ludng giam sat NL.

Cudi clng, cac thong tin vé hé

thong QLNL, chinh sach NL va hiéu
qua NL trong t8 chifc can phai dugc
xem xét danh gia lai hang nam bdi
I3nh dao cao cip dé co6 cac diéu chinh
hagp ly khi can thiét.

Trong thuc t&, trinh tu trién khai
cac hé théng quan ly c6 mét déc diém
chung, dé la déu dua trén chu trinh
PDCA (lap k& hoach - thuc hién - kiém
tra - hanh doéng). Chu trinh PDCA ap
dung cho trién khai hé théng QLNL
dugc thé hién trén Hinh 2. Cac ndi
dung trién khai dugc trinh bay trong
bai bao nay cling hoan toan tuan thu
chu trinh dugc trinh bay & Hinh 2.
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IV. KET LUAN

Bai bao da trinh bay mét phuang
phap trién khai hé théng QLNL cho céc
DN cdng nghiép trong diém trong thuc
t&. Phuang phap trién khai nay co thé
ap dung cho cdc loai hinh DN trong cac
nganh cong nghiép khac nhau.

Trén thuc t&, bén canh viéc trién
khai hé thong QLNL mét cach doc lap,
hé th8ng QLNL hoan toan c6 thé tich
hgp vGi cac hé théng quan ly khac
trong cong ty nhu hé thGng quan ly
chat lugng, quan ly moi trudng...«
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Nghién cttu giam loi NEPS trén soi... e newm s

KET LUAN

C6 rat nhigu yéu t6 anh hudng dén su hinh thanh Neps va cac I6i khac cla
sdi, ngau nhién cling nhu' hé théng trén toan bd day chuyén. Khdng thé khac

Bang 9: Hiéu suat loai Neps trén may chai ky - TN 1

Bong rgi%

Ty |é bong rai

Neps/1g 10,19% 12,90%
Neps cun cti,trung 9 69
binh toan may
Neps cui Ch‘al ky,,trung binh 55 31
toan may
Hiéu sudt loai Neps o 55,07%
Trung binh toan méy SO
Bang 10: Hiéu suat loai Neps trén may chai ky - TN 2
Bong rai% Ty |€ bong rai
Neps/1g 13.21% 18,47%
Neps cudn cui, trung
binh toan may 57 e
Neps cui chai ky,
trung binh toan may = e
Hiéu suat loai Neps 53,70% 55,60%

Trung binh toan may

phuc hoan toan 16i ma tuy theo diéu
kién cu thé d& gidm chlng dén mirc d6
cho phép.

Cong trinh nghién clru thuc nghiém
tap trung vao cac nguyén nhan cc ban,
trén cac cdng doan dé phét sinh Neps
va dong thdi cling loai dugc Neps nhiéu
nhat: cong doan bong — chai, cong doan
chai k¥, yéu t6 nguyén liéu co tinh quyét
dinh chat lugng sgi toan dién. Diéu
chinh bdng rai may bdng-chai, c6 thé
dat hiéu suat loai Neps tur 73,9-84,6%,
may chai ky tir 40,2-55,07%. Thuc hién
mai kim may chai thé dung chu ky da co
thé dat hiéu sut loai Neps 38,6%.

Nang cao chat lugng nguyén liéu
bdng va phéi tron hgp ly d& cd thé gidm
kha nhiéu Neps trén sgi. DG6i véi Neps
+140%, giam sO Neps tir 447,9 xudng
146,9 trén 1.000 mét sgi TC45, ddi véi
Neps +200%, giam tur 167,9 xung 47,8
trén 1.000 mét sgi TC45.
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