Chuong 9. QL Mua sdm Trang thiét bi

CHUONG 009.

Quan ly Mua sam Trang thiét bi

trong Du an.

Muc dich.

9.1.

Nam dwoc tdm quan trong cutia viéc quan ly trang thiét bi trong dw an va
viéc gia tang str dung linh kién cho nhirng dy an céng nghé thong tin.
Nam dwoc qui trinh QL Mua sédm trang thiét bi trong dw an nhw 1&n ké
hoach mua sdm trang thiét bi, Lap K& hoach m&i goi, M&i goi, Chon Nha
cung cép, QL Hop déng va Két thuc hop dong.

Gidi thieu mot sbé k¥ thuat va cong cu hd tro QL Mua sadm trang thiét bi
trong dy an.

Gidi thiéu vé nhirng loai phan mém cé sén gitp cho viéc quan ly trang
thiét bi dy an

Mé& dau.

« Tam quan trong cuia viéc quan ly trang thiét bj trong dw an.

O

O
O

Mua s&m gén lién v&i viéc yéu ciu cung cap hang hoa hodc cac dich
vy ttr bén ngoai

Nhirng diéu khodn khac bao gém sw mua ban va nhap linh kién

Céc chuyén gia dy doan rang truéc 2003 thi trwdng nhap khau linh
kién coéng nghé théng tin toan ciu cé thé ting hon 110 ty dé la

Cac khoan chi tiéu cua Lién Bang hoa Ky va linh vyec cdng nghé thdng
tin dw kién tang tang tir 6,6 ty d6 la ndm 2002 I&n gan 15 ty dé la truéc
2007, thoi diém ma chinh pha dién t& dwoc chd trong, an ninh quéc
gia, va nhirng thiéu hut chuyén vién céng nghé théng tin trong chinh
phu

¢ Tai sao phai nhap linh kién bén ngoai?

O

o
O
O
O

Nham gidm chi phi ¢é dinh va chi phi dinh ky

Giup khach hang tap trung vao linh virc kinh doanh chinh ctia ho
Cap nhat nhirng ky nang va céng nghé mai

Cung cép tinh linh hoat

Tang trach nhiém
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Chuong 9. QL Mua sdm Trang thiét bi

9.2.  Qui trinh Quan ly Trang thiét bi.

Nhirng tién trinh chinh bao gom:

» Lap ké& hoach mua sdm: xac dinh mua cai gi va thdi gian tién nao

» Lap k& hoach md&i thau: 1ap ra nhirng yéu ciu sadn phadm va nhan biét

nguén lyc tiém nang.
* M0oi thdu: nhan bang bao gia, bd thau, chao hang, hay nhitng dé xuét
khi phu hop.

= Lwa Chon nha cung cép: chon Iwa ttv nhirng nha cung cap tiém nang

= Quan ly hop ddng: duy tri méi quan hé v&i nha cung cap

= Nghiém thu hop déng: hoan tat va thanh ly hop déng
9.21. Lap Ké hoach mua sam
Xac dinh nhitng van dé lién quan t&i ké hoach mua sdm ma dy an can nhét
trong viéc sir dung san pham hay nhirng dich vu tlr bén ngoai. Bao gém:

o Co6 mua hay khong

o Mua bang cach nao

o Mua cai gi

o Mua bao nhiéu

o Khi nao mua
Thi du. M6t sb cong ty nhw Boots PLC & nwéc Anh, st dung nhivng dich vu vé
IT bén ngoai giup ho tiét kiém chi phi so v&i viéc st dung hé théng IT clda
chinh ho. Viéc hoach dinh mua sdm trang thiét bi can than ciing giup ho tiét
kiém t&i hang ty do la, cling nhw U.S. Air Force da s&r dung moét cach linh hoat
chién lwoc gia ca cho dw an qui mé vé tw déng hda van phong.

Mot s6 Ky thuat va cong cu hoach dinh trang thiét bi nhw :

o Phan tich Lam/Mua: xac dinh mét dich vu hay mét s&n pham cu thé nao do
c6 thé tw san xuat hay mua hodc thwc hién trong cong ty hay mua tir bén
ngoai. Thwdng lién quan téi phan tich tai chinh. Thi du
= Gia s ban c6 thé thué mét vat dung can cho dy an 1a 150 d6 la/ngay.

Mua vat dung, chi phi dau tw 1a 1000 db la, va khoan chi phi hang ngay
khac sé la 50 do la/ngay.
= Thoi gian la bao lau dé chi phi thué muwén gibng nhw la chi phi mua?
= Néu ban can vat dung cho 12 ngay, ban nén thué né hay mua né?
Giai phap “Lam /Mua”
» Lap phuwong trinh “Lam” = “Mua”
= Trong vi du nay, st dung phwong trinh sau. Goi d 1a s& ngay st dung vat
dung. Ta c6 phwong trinh -~ $150d = $1,000 + $50d
= Tim d theo cac bwéc sau:
o Trir $50d tir vé& phai clia phwong trinh ta dwoc
o $100d = $1,000
o Chia ca hai phwong trinh cho $100
o d=10ngay
= Chi phi thué mwén bang chi phi phi mua la 10 ngay
= Néu ban can vat dung cho 12 ngay, thi mua vat nay sé tiét kiém hon

o Nhirng chuyén gia ca trong va ngoai nuwéc cé thé cung cap quyét dinh mua
sam c6 gia tri.
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Chuong 9. QL Mua sdm Trang thiét bi

Hinh thirc hop doéng.

O
O

Gia cb dinh: chi mrc téng gia cb dinh cho mot san pham dich vu r rang
Chi phi bdi hoan: lién quan t&i viéc xac dinh chi trd cho bén ban 1a chi
phi truc tiép hay gian tiép.

» Chi phi cdng phi wu dai (CPIF =Cost plus incentive fee): bén mua tra cho bén
ban khoan chi phi thwe hién phu hop cong véi mét khodn Ié phi trwdc va moét
khoan tién thwéng khich 1&.

= Chi phi cong |& phi cb dinh (CPFF=Cost plus fixed fee): bén mua trd cho bén
ban khoan chi phi thwc hién phu hop cong vai 1€ phi cb dinh chi tra ludon dwa
trén mot ty 1& phan tram cda chi phi da dwoc wéc tinh.

= Chi phi cdng % chi phi (CPPC=Cost plus percentage of costs): bén mua tra
cho bén ban khoan chi phi thwc hién phi hop cong véi mét ty 1& phan tram
dinh s&n dwa trén tdng chi phi.

| Bana 1. Hinh thirc heb dona |

high- Buyer risk > low
CPPC CPFF CPIF FPI FFP
Cost plus Cost plus Cost plus Fixed Firm
percentage fixedpfee incentive price fixed
of costs fee incentive price

low Seller risk » high

Thoi diém va tai lieu hop déng: két hop gia cd dinh vé chi phi hoan lai,
thwong st dung trong tw van

Hop déng theo tirng don vi: yéu cAu bén mua trd cho bén ban mot
lvong tién dinh san trén trng don vi dich vu

Bang ké khai cong viéc (SoW=Statement of Work)

O

Bang ké khai cong viéc la bAng mbd ta cac cong viéc céng viéc can thiét
cho s mua sam

Nhiéu hop déng, nhirng ban ghi nhé lién két qua lai déu cé cac SOW
Mot SOW rd rang gidp cho nhivng nha thau hiéu rd nhirng yéu ciu cta
khach hang.

Bing 2. Mau Bing ké khai cong viéc (SOW)

Trwong
www.fit.h

1. Pham vi cong viéc: M6 ta chi tiét cong viéc dugc hoan tat. Chi rd phan cimng,
phan mém c4 lién quan va xac dinh chinh xac tinh chat cong viéc.

2. Noi lam viéc: Mb ta dia diém cdng viéc dugc thuc hién. Chi rd vi tri phan ciing,
phan mém ndi ma moi ngudi phai ti€n hanh cong viéc.

3. Thei gian thuc hién. Xac dinh cdng viéc khi nao bat dau va két thic, git lam
viéc, sO gid lam viéc dugc ghi trong hda dan trén 1 tuan, nci ma cong viéc phai
dugc thuc hién, va nhiing théng tin lich bi€u lién quan.

4. Lich biéu ban giao cong viéc: Danh muc rd rang cdng viéc ban giao, mé ta
chi tiét, chi ro ky han.

5. Tiéu chuan ap dung: Chi ra cong ty hay nhiing tiéu chuan cdng nghiép béat ky
nao lién quan quan tdi viéc thuc hién cong viéc.

6. Tiéu chuan nghiém thu: Md ta phuong thirc BEn mua quyét dinh néu cdg viéc
dugc nghiém thu.

7. Yéu ciu dic hiét : Chi rd nhitna vu cau dic hiét. chdna han nhir ban auvén
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Chuong 9. QL Mua sdm Trang thiét bi

9.2.2.  Lap ké hoach mei thau.
Ké hoach mai thau lién quan téi viéc chudn bi mét van ban:
o Yéu cau dé xuat: dé moi goi twr nhirng nha cung cép twong lai
o Yéu cau bao gia: dé xem xét tinh chat cia sy mua sdm da an dinh
o Moithdu hay dam phan va phuc dap lai chi thiu dau tién ciing 1a mot
phan cta ké hoach moi thau

Bang 3. Phac thao vé Pé xuat nhan thau (RfP=Request for Proposal)

Muc dich cla RfP.
BSI canh T6 chiic.
Nhiing Yéu cau c6 ban.
M0i trydng Phan clrng & Phan mém.
Mo ta Qua trinh MG&i Thau.
Phat bi€u vé Cong viéc ciing Thong tin Livh biéu.
Phu luc cé thé lam:
A. Téng quan Hé théng hién nay.
B. Cac Yéu cau vé Hé thdng.
C. Dung lygng va Kich cé Dir liéu.
D
E

NouhrwWwN =

. Yéu cau ndl dung vé Phan ung ctia Ngydl ban khi gép RfP.
Hgp déng Mau..

9.2.3. Me&i thau.
Viéc moi thau lién quan t&i viéc thu thap nhitng dé& nghi hay sy bd thau tiy
nhirng nha cung cap twong lai. Nhitng cong ty cé thé thdng bao nhu cdu mua
sam hang hoa va dich vu theo mét s6 cach

o Tlep can voi nha cung cép uy tin

o Tiép can v&i mot sé nha cung cép tiém nang

o Quang ba t&i nhivng dbi twong quan tdm
M6t hdi thdo danh cho nha thau cé thé gitp sang loc nhirtng diéu bén mua
mong doi.
9.2.4. Lwa Chon nha cung cap
Nhirng lién quan t&i sy chon lya

o Danh gia dé& nghi clia nha thau

o Chon Iya nha thau t6t nhat

o Dam phan hop déng

o Trao hop déng
Chuén bi nhitng hinh thirc danh gia la rat bd ich trong viéc Iwa chon cac nha
cung cap. Bén mua thwong thiét 1ap mét “Danh sach ngén (short list)”

9.2.5. Quanly hop dong
o Quan ly hop dong nham dam bao sy thyc hién clia nha cung cap dap
tng dwoc cac yéu cau giao kéo theo hop déng
o Hop ddng cé méi lien quan t&i phap ly, do dé diéu quan trong la nhung
nha lam hop ddng phai chiu trach nhiém phap ly trong viéc 1ap va quan
ly hop déng
o Nhiéu giam déc dy an phét nd nhivtng khé wéc trong hop dong, va diéu
do6 dan téi nhivng hau qua nghiém trong
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Chuong 9. QL Mua sdm Trang thiét bi

Kiém soat nhirng thay déi trong hop déng

o Thay dbi & b4t c&» phan ndo ctia dw an cling can xem xét lai, dwgc phé
chuan, va 1ap van ban b&i cing mot ngudi da phé duyét dy an trwde dé

o BDanh gia sy thay dbi phai bao gébm phan tich sy anh hwdng. Sy thay
ddi sé anh hwdng ra sao dén pham vi, thdi gian, chi phi, va chét lwong
cua hang hoa hay dich vu dwgc cung cap'?

o Nhirng thay dbi phai dwoc thiét 1ap bang van ban. Nhirng thanh vién
trong dw an cling nén ghi chép tw liéu cta tat ca nhirng cuéc hop quan
trong va nhirng cudc dién thoai

9.2.6. Thanh ly hop dong
Thanh ly hop dong bao gom
o Xac minh sdn pham dé xac dinh tat ca cong viéc dwoc hoan tat dung va
thda man yéu cau hay khéng
o Nhirng hoat ddng vé quan ly hanh chinh dé cap nhat nhitng hoé so nham
phan anh nhirng két qua cudi cuing
o Luwu trir thdng tin s dung trong twong lai
Kiém toan trong mua sam sé xac dinh cac bai hoc kinh nghiém

9.3. Sir dung phdn mém hé tro QLmua sém trang thiét bi dw an.

o Phan mém x& ly van ban gilp soan thdo nhitng dé xuat va hop dong,
bang tinh gidp danh gia nha cung cap, div liéu giup ta thdy hoat dong
cta nha cung cép, va phan mém trinh bay giup thé hién théng tin lién
quan t&i viec mua sém

o Vao cubi thap nién 90 va dau nhirng ndm 2000, nhiéu coéng ty da bat
dau st dung phan mém mua sam dién t& dé thyc hién chirc ndng mua
sam dién tor

o Nhirng cbng ty nhww Commerce One, Ariba, Concur Technologies, SAS,
va Ban cung cép céac dich vu mua sam lién két trén mang va ciing st
dung nhirng coéng cu két ndi mang khac giup tim nhirng théng tin vé cac
nha cung cap hay ban dau gia nhirtng mén hang hay dich vu

9.3. CAUHOI

1. Liét ké 5 ly do tai sao cac céng ty “outsource”.

2. Giai thich qui trinh lam-hay-mua (make-or-buy) va cach thyc hién
cac phép tinh tai chinh trong qui trinh nay ?

3. Céc cong ty quyét dinh g&i RFP hay RFQ cho ai nhw thé nao?

4. Cac cong ty dung ma tran quyét dinh co trong s6 (weighted decision
matrix) nhw thé nao dé danh gia cac proposal?

5. Phan mém co thé hé tre nhw thé nao trong mua sdm hang héa va
dich vu? Phan mém e-Mua sam (procurement) la gi?

6. Cac cong ty dung ma tran quyét dinh co trong sb (weighted decision
matrix) nhw thé nao dé danh gia cac d &€ xuat (proposal)?
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Chuong 9. QL Mua sdm Trang thiét bi
TU KHOA - KEY TERMS.

o Cac don dat hang vé thay déi cau trac (CONSTRUCTIVE CHANGES ORDERS) — oral
or written acts or omissions by someone with actual or apparent authority that can be
construed to have the same effect as a written change order.

o Hop dédng (CONTRACT) — M6t ban thda thuan cam két (a mutually binding agreement that
obligates the supplier to provide the specified products or services, and obligates the buyer
to pay for them).

o Hop déng hanh chanh (ADMINISTRATION — managing the relationship with the
supplier).

o Hop dong két thic (CLOSE-OUT) — completion and settlement of the contract, including
resolution of any open items

o Hop déng CPPP (COST PLUS FIXED FEE - a contract in which the buyer pays the
supplier for allowable performance costs plus a fixed fee payment usually based on a
percentage of estimated costs).

o Hop dbng CPIF (COST PLUS INCENTIVE FEE - a contract in which the buyer pays the
supplier for allowable performance costs along with a predetermined fee and an incentive
bonus).

o Hop déng Chi phi cong v&i phan tram cta Chi phi [CPPC=COST PLUS PERCENTAGE
OF COSTS] - (a contract in which the buyer pays the supplier for allowable performance
costs along with a predetermined percentage based on total costs).

o Hop doéng hoan chi phi (COST-REIMBURSABLE CONTRACTS — contracts involving
payment to the supplier for direct and indirect actual costs).

o Hop ddng Gia ca (do hang) da dinh san (FIXED-PRICE OR LUMP-SUM) CONTRACTS)
— (contracts with a fixed total price for a well-defined product or service).

o Quyét dinh (vé viéc) nén lam hay nén mua (MAKE-OR-BUY DECISION — when an
organization decides if in it in its best interests to make certain products or perform certain
service inside the organization, or if it better to buy them from an outside organization).

o Mua sam (PROCUREMENT - acquiring goods and/or services from an outside source).

o Ké hoach Mua sdm (PROCUREMENT PLANNING — determining what to procure and
when).

o QL Ké hoach Mua samcho Dy an (PROJECT PROCUREMENT MANAGEMENT — the
processes required to acquire goods and services for a project from outside the performing
organization).

o Dé xuéat nhan thau (RFP = REQUEST FOR PROPOSAL) — Nhitng d& xuét,cé thé cong bd
cho cac nha cung (rng c6 tiém nang dé cung (rng nhitng mat hang hay dich vu (a
document used to solicit proposals from prospective suppliers).

o RFQ (REQUEST FOR QUOTE) - (a document used to solicit quotes or bids from
prospective suppliers).

o Sw thinh cau (SOLICITATION) — Thu nhan dwoc nhitng Ghi chu, géi thau, chao thau, hay
dé xuét (obtaining quotes, bids, offers, or proposals as appropriate).

o Lap Ké hoach thinh cau (SOLICITATION PLANNING) — Yéu cAu vé tu liéu (héa) cho san
phdm va nhan biét dwgc cac ngudn co tiém nang (ocumenting product requirements and
identifying potential sources).

o Bang ké khai cong viéc (SOW =STATEMENT OF WORK) - (a description of the work
required for the procurement).

o Diéu khoan hoan tat (TERMINATION CLAUSE) — Cho phép ngw®i mua hay cung (rng
c6 thé két thic mot hop ddng (a contract clause that allows the buyer or supplier to end
the contract).

o Don gia hgp déng (UNIT PRICE CONTRACT — a contract where the buyer pays the
supplier a predetermined amount per unit of service, and the total value of the contract is a
function of the quantities needed to complete the work)
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Chuong 9. QL Mua sdm Trang thiét bi
Dét chi¥ cai ciia cum tir thich hop ké vao cac mé ta danh sb dudi day:

RFP

RFQ

Gia ca do hang da dinh san (firm fixed price)

Chi phi cdng v&i phan trdm ctia Chi phi (cost plus percentage of cost)
Don gia (unit price)

Sw thinh cau (solicitation)

Lap K& hoach thinh cau (solicitation planning)

Phan tich (vé viéc) nén lam hay nén mua (make-or-buy analysis)
Hop déng (contract)

SOwW

Diéu khoan hoan tat (termination clause)

Diéu khoan khéng canh tranh (non-compete clause)

Mua s&m (purchasing)

Cac don dat hang vé thay dbi cau tric. (constructive change orders)

ZErACTIOMMUOD >

1. Kiéu hop dbng rui ro it nhat cho ngudi mua.

2. Kiéu Hop ddng ma nguoi mua khoéng nén thda thuan.

3. Cho “gia thué” = “gia mua” dé& quyét dinh xem cach tiép can nao la
tiét kiém cho cac nhu cau cua dy an.

4. Mot kiéu phat biéu vé pham vi.

5. Cho phép nguwdi mua hay cung (rng co thé két thiic mét hop déng

6. Thu nhan dwoc nhirng Ghi chd, géi thiu, chao thau, hay dé xuat

7. Yéu ciu vé tv lieu (hda) cho san phdm va nhan biét dwoc cac ngudn
c6 tiém nang.

8. Mét tlr ddng nghia viéc mua sam.

9. Mot ban thda thuan cam két.

_____10.Nhirng dé xuét, cé thé cong bd cho cac nha cung trng c6 tiém néng

dé cung rng nhirng mé&t hang hay dich vu.
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