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r o tinh wu viét cla cac hop déng EPC trong
) viéc quan ly vé chi phi va ké hoach cla dy
&n nén ngay cang co6 nhiéu cac dw an EPC

tai viet Nam. Nhuwng trong qua trinh thwc hién cac
dw an da dwa ra nhirng thach thire déi véi nha thau
d6 1a viéc quan ly cac van dé phat sinh vé gia (cost
impact) va tién d6 (time impact ). Nghién ctru cach
thirc quan Iy tién do 1a nhiém vy song con trong
cac dy an EPC. Hién nay cac nha thau va da va
dang tich cwc ap dung, khong ngirng phat trién cac
quy trinh quan ly dw an trong d6'céd cac phan mém
c6 tinh nang chuyén biét nhw: Microsoft Project,
Primavera, @risk.

1. Chu trinh thuc hién clia céng tac ké& hoach

Nghién ctru, tim hiéu, ITnh héi tai liéu, phéi hop
cac bd phan dé xay dwng dwoc chi tiét ké hoach va
quy trinh thuwe hién:

% Trién khai thue hién ké hoach:;

% Giam sat/thuc ddy viéc thue hién ké hoach;

% B&o cao, phan tich danh gia gitra thyc té/ké
hoach;

% Pua ra ké hoach khic phuc/ ké hoach diéu
chinh nham dat dwoc tét nhat KH da vach ra;

% Bao cao téng két (Close out Report) sau khi
két thuc dw an.

2. M6 hinh du an cac dang schedule

Mbé hinh cla téng thé cla mét dw an 1a EPCIC
{(ENGINEERING-PROCUREMENT-CONSTRUCTION -
INSTALLATION-COMMISSIONING). Tuy nhién,

tly theo khéi lwong cong viéc, quy md, ma Cha’

Pau Tw c6 thé giao cho tdan bd céng viéc tir thiét
ké dén @én hoan thanh chay thr hodc chi sé giao
mét sé phan cong viéc dé Contractor thyc hién. Tuy
vao pham vi phan chia nay thi c6 cac dang cong
viéc nhu sau:

a - ENGINEERING (cong tac thiét ké):

< Giai doan dau tién cla dy an la xay dyng
thiét ké ky thuat téng thé goi la FEED (Front-End-
Engineering-Design). Thiét ké nay thwong do Chu
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dau tw s& chon mot nha thiét ké rieng dé thiét ké
cho giai doan nay. Sau khi c6 dwoc tién ké FEED
thi Ch(i D&u Tw c6 thé tién hanh hanh cong tac goi
thau. Giai doan ciing c6 thé tién hanh mua sam
dwoc mét sb hang muc c6 thoi gian giao hang dai
(Long Lead items) dé rat ngan duoc tién do dw an.
Tuy nhién, néu thyc hién nhw vay van cé nhiéu rui
ro khi thiét ké chi tiét chura hoan thanh,

H.1. Mbi quan hé gitra cac budc.

+ Sau khi d thiét ké FEED, giai doan ké tiép 1a
giai doan thiét ké chi tiét (Detail Engineering). Giai
doan nay sé thiét ké mat cach that chi tiét hon dua
trén nhirng dau bai co s& tir thiét ké FEED. Thiét
ké cla giai doan thiét ké nay sé lam co s& dé thuc
hién mua s&m va cong tac thi cong.

% Giai doan ké tiép la giai doan Fabrication
Engineering. Giai dgan nay thwc hién dwa trén co
s& nhirng tai liéu, ban vé giai doan AFC (Approved
for Construction) cta giai doan Detail Engineering.
Giai doan nay sé thwc hién mét cach chi tiét hon
ni¥a cac loai quy trinh, ban vé dé bo phan thi cdng
c6 thé thwe hién trén tirng chi tiét két cau. _

b - PROCUREMENT (cong tac mua sam vat tu
thiét bi). Théng thwéng, viéc mua sdm vat tw sé
déu do 2 bén chi dau tw va nha thdu mua. Tuy vao
tirng Chi dau tw va quy mé dy &n ma cé 2 tredng
hop chinh nhw sau:

b.1. Vat tw Cha Dau tv cap:
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< Cép toan bo vat tw chinh va thiét bj chinh va
vat tw nho |€;

% Cép mot phan vat tw chinh va mét sé thiét bj
chinh (Primary Steel, Main Equipment...);

% Cép vat tu va thiét bi nhwng khéng thyc hién
cobng tac mua sdm ma giao CONTRACTOR mua
sau d6 chl dau tu sé trd cho CONTRACTOR %
trén gia tri cGa goi vat tw thiét bi d6. Hinh thirc nay
goi la Provisional Sum.

b.2. Vat tw nha thau cép:

+ Toan b vat tw tiéu hao va vat tw dé lam bién
phap thi cong d& hoan thanh céng trinh. (Que han,
oxy, gas, son, thep lam support,..);

< Cép mét sb vat tw chinh, thiét bi chinh Theo
yéu cau clia Cha dau tuw;

g Cap toan b vat tw chinh, mét sé thiét bi chinh;

< Cép toan bo vat tw nho 1& (Secondary Steel,
Tertiary steel, Miscellanious equipments,.);

< Cung cap vat tuv nhung theo hinh thic
Provisional Sum nhuw trén.

¢ - CONSTRUCTION la giai doan ché tao, I&p
dat thiét bj chay th&r cong trinh truéc khi ban giao
cho Chi dau tw chuyén sang giai doan khéc.
Thoéng thuéng, cac hang muc chinh cda giai doan
Construction la nhuw sau:

 FRONT- END ACTIVITIES (Céng tac chuén
bi chung). Céng viéc nay bao gbém céc cong tac
chuan bi chung @é thwc hién dy an. Céc cdng tac
chudn bi nay xuyén sudt tdan bo dy an. Cac cong
viéc thudéc pham vi nay nhuv sau:

+ Chuan bi van phong, phwong tién lam viéc
cho PMT va Cht dau tu;

+ Chuén bj, sta chira nang cap bai thi cong cho
phit hop v&i tai trong clia cong trinh;

+ Thi tuyén va Training tho han, tho Iap;

+ Thir Test panel cho cac hé son clia dw an;

+ Tim va huy déng thau ‘phu thuc hién mot sb
hang muc nhu: Rolling éng, NDT, Insulation,
Weighing (thtr tai trong), loadout, offshore
Installation, HVAC.,...;

s FABRICATION ENGINEERING (Cong tac
thiét ké cho phén thi cong)

+ LA cdng tac thiwe hién viéc chuén bj toan bd
cac quy trinh thi cong, trién khai ban vé& Shop
Drawing dé& phu vu cho céng tac thi cong, boc tach,
kiém tra (MTO-Material Take Off) dé thyc hién
cong tac mua sam;

% RECEIVE MATERIAL/PROCUREMENT
(Cong tac mua sdm Consumable va nhan vét tw);

+ La giai doan tiép nhan véat tw da mua vé bao
gbm cong tac giao nhan tai cang, lam thd tuc hai
quan, van chuyen vé cong trwong, kiém tra s lwong,
chat lwong va ho so cla vat tw, dam bao vat tw tuan
tha dung yéu cau cla dy an (Cdng tac nay dugc sy

phéi hop thirc hién clia nhiéu bd phan nhw bd phan
mua sam, bd phan Logistic, bd phan QC, bé phéan tiép
nhan va quan ly vat tw, Chl dau tw,..);

+ Ngoai ra, trong céng tac nay con co codng viéc
mua sam vat tw tiéu hao (consumable) can thiét gé&
phuc vu dw an va vat tw nhé 1& khac theo yéu cau
clia Chli Dau Tw.

d - ONSHORE FABRICATION AND INSTALLATION
(cong tac ché tao va lap dat onshore). Day la giai
doan thuc hién cdng tac thi con l1ap dung. Tuy theo
quy md cla dy an, nhung téng thé cong tac thi
cong sé phai thire hién cac hang muc sau:

<% Structural: ché tao va I&p dat phan két cau;

<% Piping: ché tao va |ap dat phan éng;

< Mechanical: ché tao va I&p dat phan thiét bi;

<% Instrumentation: ché tao, lap dat phan diéu khién;
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« Painting: cong tac son va chong an moén;
< HVAC: ché tao va lap dat hé théng théng gid,
di&u hoa khong khi; '

< Weighing: can céng trinh dé biét dwoc khdi
lwong va trong tam;

e - PRECOMMISSIONING (tién chay thi)

La giai doan sau khi da hoan thién céng tac l1ap
dat dng, thiét bi, dién va didu khién. Cong tac nay
sé van hanh thir mét sé hé théng va dam béo céc
hé théng da twong ddi hoan chinh nham rat ngén
theri gian 1ap dat va kiém tra trén bién.

f- LOADOUT & SEAFASTENING

Loadout and Seafastening (LOSF) la cdng tac
dwa cong trinh @4 hoan thanh xubng thiét bj
chuyén ché va cé dinh chac chan trén phuong tién
nay dé van chuyén dén noi can I&p d4t nham hoan
thién cong tac tiép theo. Cé nhiéu cach loadout
nhw dung cau, dung trailers, kéo trwot trén dwdng
trwot (Skid way), dung phwong phap tai khi, hodc
dung phwong phap u néi, u kho,...

g - TRANSPORTATION (c6ng tac van chuyén).
Pay la cong tac chuyén ché cong trinh di ra t&i noi
lap dat sau khi da hoan thanh cong tac 1ap LOSF.

h - INSTALLTION (CONG TAC LAP DAT). Bay
la cong tac lap dat cong trinh vao vi tri cudi cung,
cac cong tac 1ap dat offshore bao gém:

% Lap dat Chan Dé (Jacket), Coc (piles), db vira
cho coc, Conductor, I&p Boat landing, Drilling deck,

< Lap dat Topsides, I&p dit bang phwong phap
cau hay phuong phap danh chim xa lan (Float over).

4 Rai va dau nbi du’o"ng bng ndi md (Infiled
Pilines), khao sat dwong ong sau khi l4p dst,
théng ong (pigging), thir hydrotest, xa nwdc ra
khoi ong (dewater) lam sach khéng khi trong
éng bang khi tro,.

% L&p dat hé théng d4u ndi va phan chia dwéng
6ng (PLEMs-Pipe Line End Manifolds), d&u néi
dwérng éng vao Plems;
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- Lap dat cap ngdm (Subsea cable, Umbilical);
< Lép dat FPSO.,. X
Vi du mét so db bd trl ngoai ma thé hién trén H.2.

H.2. Vi du mét so d’o bo tri ngoai mo.

i - HOOKUP AND COMMISSIONING (cong tac
cTau néi va chay thiy trén blen) Day la giai doan dau
ndi hoan thién cac phan clia Module lai v&i nhau sau
khi da 1&p dat vao vj tri cudi cung dé thuc hién cdng
tac chay thir va s&n sang cho cong tac van hanh
chinh thirc. Cac cong tac cla qua-trinh ddu néi nhu:
d4u nbi hé théng éng cla Topsides vao hé théng
Riser clia Chan dé, dau ndi hé hé thdng giéng cla
Topsides vao Conductor ctia Jacket.

k - START UP. Day la céng tac bat dau van
hanh chinh thtrc ctia céng trinh.

3. Danh gia va kiém tra schedule cho dy an

Trén co s& tién do tong thé Master schedule,
viéc danh gia gilp ngudi quén ly c6 cai nhin téng
quat vé dy an, chinh stra lai cac 16i d& dwa ra mot
ké hoach du stc tin cay dé& thwe thi va kiém soat
tién do. Sau khi dwoc xuét ra sé tdng hop dwoc
cac thdng tin sau:

Activity check:

% Activity type: sb lwgng tirng loai activity ding
trong schedule;

+ Duration Distribution: théng k& cac khoang
phan bé th&i gian cla cac activity;

% Total float distribution: théng ké cac khodng
phan bé total float clia cac activity;

% Percent complete type: Téng sé cac activity
da hoan thanh;

% Constrain usage: théng ké cac loai constrain
dung trong schedule;

% Calendar usage: thong ké cac loai lich ding
trong schedule.

Logic link check:

% Link logic usage: théng ké cac loai link (két
néi) diing trong schedule;
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< Lag Distribution: théng ké cac khoang lag
(khoang tré ctia cac actwnty) trong schedule, tranh
dung lag qua nhiéu va qua Ién;

« Valence condition: Day Ia viéc théng ké cac
16i hay gap khi lap schedule Resource check;

++ Resource type assignment: Thong ké cac loai
resource duing trong schedule va budget cda tirng loai;

< Resource curve type assignment: théng ke
cac loai resource curve dung trong schedule.

&

(Completion date) dw an tir PO-P100.
(Xem tiép trang 48)
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khai thac lam co s& cho viéc dau tw phat trién than
dap ng nhu cau, gidam b&t nhap khau:;

< Cac khoang san cé trir lwong I&n dé& nghi
Nha nuéc quan ly thdng nhét khong gian khoang
sang ma khéng chia cét nhd dé giao cho cac don vj
thdm dé khai thac. Cho phép Tap doan cha tri cing
cac nha dau tw trong va ngoai nwdc té chire diéu
tra co ban va té chirc thdm do trén toan bod dién
tich chtra than & bé than Péng Bac (phan chua
tham do va phan sau dudi -300 m) va bé than
Péng bang Séng Hoéng (khodng 3.500 km?) ap
dung theo co ché tham do dau khi;

% Chinh phd chi dao B6é Céng Thuong xay
dwng Chién lwoc nhap khdu than va dau tuv ra
nwéc ngoai khai thac than dwa vé phuc vy trong
nwéc; ddng thdi co cac gidi phap vé co ché chinh
sach thich dang tao diéu kién cho cac tap doan
kinh t& nha nwéc dau tw ra nwdc ngoai khai thac
ma&, nhét la chinh sach bdo lanh mua quyén khai
thac mé. Nha nwéc hé tro vé hanh lang phap ly, co
-ché, chinh séach, qguan hé ngoai giao tao strc manh
tbng thé khi dam phan véi cac déi tac trong viéc
dau tw vao cac mod tai nwdc sé tai va mua ban
thvong mai nhap khdu than d& dam bdo cho
ngudn cung deec 6n dinh va lau dai.ad
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VTH swu tém
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KIEM SOAT VA PHAN TicH

(Tiép theo trang 42)

4. Banh gia rai ro

Dé kiém soat dugc Risk trong qua trinh thuc
hién dy an, mot s6 nha thau dang st dung cac
phan mém nhuw Primavera Risk, @ risk d& phan
tich va danh gia rdi ro. Ham RiskTrigen (a, b, ¢, 5,
95) dugc st dung trong dé: a - Gia tri tai P5; b -
Gia tri ky vong; ¢ - Gia trj tai P95. Cac gia tri a, b,c
duoc lay tir tién @6 thyc té dw an. Sau khi nhap
théng s6 dau vao cho toan dw an, phan mém sé
tinh toan tat cd cac kha ndng xay ra cho ngay hoan
thanh (Completion date) dy an tlr PO-P100 (H.4).

5. Két luan

Su tich hop quén Iy ké hoach va rdi do ngay
cang tré nén quan trong trong cac dy an EPC voi
nhirng yéu cdu cao vé chét lvgng va tién do cla
chi dau tw. Xay dwng md hinh téng thé cho du
an,phan tich cac yéu té rai do, tinh toan rii do tat
ca cac cong viéc trén sé giup dam bao cho céng
tac quan ly tét tién do cla dw an EPC trong giai
doan hién nay, tiét kiem dwoc nhan lwc va vat lyc,
tién cla cta nha nwdec.0
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