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\MUC tieu

Nam cac ndi dung sau:

<> Nhirng dic diém co ban ctia mét dw an

< Sw khac biét gitra dw an va phong ban chirc nang

< Céc tiéu chuan danh gia viéc quan Iy dw an

< Cac chtirc nang cua quan ly dw an

<-Vai tro cua nha QLDA

{- Céch xay dwng so d6 thanh ngang theo phwong thirc
trien khai s&m va mudn

{- Cach xay dwng so dé6 mang AOA va AON

{Xac dinh cac thong so trén so d6 mang dang AOA,
cong tac Gantt, thei gian dw trir cua cac cong tac

< Sw khac biét gitra phwong phap CPM va PERT

<Y nghia cua viéc can bang nguon lwc

ongThanCong.com ps://fb.com/tailieudientucntt
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Pac tinh cua 1 dw an
Gi&i thiéu vé quan ly dw an
Gi®i thiéu vé nha quan ly dw an

Céac cdng cu hoach dinh va lap tién dé dw an
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Kim tw thap Kheops
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Dy &an 1a mét qua trinh gdm cac cong viéc,

nhiém vu co lien quan v&i nhau, dwoc thuc
hién nham dat dwoc muc tiéu da dé ra trong
diéu kién rang budc vé thdi gian, ngudn luc va

ngan sach.


http://cuuduongthancong.com?src=pdf
https://fb.com/tailieudientucntt

© Muc tiéu ro rang
M6i duw &n 14 1 qua trinh tao ra mot két qua cu thé.

® Th&i han nhat dinh
Dy’ ép la 1 chudi boat ,d’(jng nhat thoi — c6 thoi diém
bat dau va thdi dieém két thac.

® Han ché vé nguon lwc: nhan lwe, NVL, ngan séach
Thé gi¢i cia DA la thé gi®i cia cac mau thuan:
<-Bd phan 1 >< b6 phan 2
<Dw an 1 >< Dy an 2
<Dw an >< Khach hang
® M6i dy &n déu mang tinh déc dao
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Cac giai doan cua dw an”

© Khai niém

©® Dinh nghia dw an
® Thiét ké

® Tham dinh

® Lwa chon

© Bat dau trién khai

ongThanCong.com

DA dap rng nhu cau gi?
DA phu hgp v&i chuyén
mon & chién lwvgc cua cty?

DA c6 kha thi vé mat tai
chinh, kinh té, xa hoi?

Céc bién, chi tiéu chu yéu?
Mdrc d6 khéng tin cay cua

céac bién sb6 chd yéu?
Rui ro? 7
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Cac giai doan cua dw anf .

©® Hoach dinh

© Lap tién do

® T6 chlrc cdng Vviéc

©® Giam sat

® Kiém soat

ccccccccccc

eeeeeeeeeeeeee

Dy tinh cOng viéc dwoc

thwe hién thé nao?

Th tw thwe hién? Ai thwec hién?
Duw doan trwdc kho khan & ké
hoach khac phuc?

Thiét 1ap ngudn lwc can co 7

Giam sat; kiém tra thwong xuyén
vé tién trinh cda dw an trong suot
thoi gian thwe hién

Kiém soat: thu thap sb liéu va
thdng tin vé tién do, chi phi, thanh
qud, yéu cau ky thuat ... -> so
sanh thuc té va ké hoach -> thuc
hién hiéu chinh 7

dientucntt
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® Chuyén giao

©® Danh gia

https://fb.com/tailieudientucntt
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%hoan . N

thanh dw an

Thoi gian
>

Piém két thuc

Piém bat dau Khoi dau Trién khai Két thuc


http://cuuduongthancong.com?src=pdf
https://fb.com/tailieudientucntt

Mtrc né lwc,
cta DA

__________________________________________________

Tgian

: : : R
Lwa HD, lap tién do, Banh gia

Khai nié , ,
AN chon  giam sat, kiém soat & két thiic
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CP dv an

v

CuuDuongThanCong.com
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v

Tgian
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A

hwong trinh — Dw an — Nhié

y
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Dw an Phong ban chirc nang
Co6 chu Ki hoat ddng ré rang  Ton tai 1au dai tir ndm nay
sang nam khac
Bat dau va két thuc theo lich  Khong lién quan dén lich thoi
dinh gian
C6 thé két thic néu khéng  Ton tai lién tuc
dat muc tieu

Cong viéc khdng bi lap lai Cc“?ng viéc va chirc nang da
biét

Hoan thanh trong rang budc  Cong viéc toi da theo ngan
sach

Dw bdo thdi gian hoan thanh  Twong doi don gian

va chi phi kho khan

Lién quan nhiéu k§ nang va  Chi c6 vai kj nang va nguyén
nguyeén tac tac

CuuDuongThanCury.com ¥ https:
—-— D | B AN A Y 1 n | ] n ] d 1 -l A 0 —— -l A 0
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® Dw &n hop déng

® Dw an nghién ctu & phat trién (R&D)
© Dw an xay dwng

® Dw an hé thong théng tin

© Dy an dao tao va quan ly

© Dw an bao dudng Ié&n

® Dw an vién tro phat trién/ phuc loi céng cong

ongThanCong.com
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® Xac dinh: can phai lam gi?
<~Muc tieu?
4 Phwong hwéng chién lwoc?

<Hinh thanh cdng cu dé dat muc
tieu trong gi¢i han vé nguodn luwc &
phu hop véi moi trwdng hoat

dong
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© Xac dinh: cong viéc dwoc thuwc
hién nhw thé nao? 5W + H

—=Céch thirc huy ddng & sap xép cac
ngudn lwc hop ly dé thwc hién ké
hoach

—So do td chirc
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+Doéng vién, hwéng dan phdi hop
nhan vién
<»Chon Iwa kénh théng tin hiéu qua

4Xl ly cdc mau thudn trong tb
churc
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® bam béo cac hoat déng thg’c hién
theo ké hoach & hudng dén muc
tieu
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Cac tiéu chuan danh gia
viecquanlydwan &
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© B6 phirc tap cua dw an

® Y&u cau dac biét cua khach hang
® Cau truc lai to chirc

© Rui ro trong du an

® Thay dbi céng nghé

® Ké hoach va gia ca co dinh
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i tro & trach nhiém cua nha €

Quan ly du an l1a sy két hop gitra nghé thuat,

khoa hoc va tuw duy logic

Nghé thuat
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Wh nhiém cia nhaQKPA

© Vi tri cua nha quan ly duw an Parent

Client/
Beneficiary

Project Team
® Nhiém vu ctia PM = giai quyét mau thuan
<-Céac dw an canh tranh vé ngudn lwc
<-Mau thuan gitra cac thanh vién
<Thay dbi yéu cau tir khach hang

<-Ban lanh dao mudn gidm chi phi

ongThanCong.com https://fb.com/tailieudientucntt
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Trach nhiém cua nha QLD; =X

Cost (Chi phi)

Time (Thei gia Quality (Chat
lwong)
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Cac doi twong lién qua

CuuDuongThanCong.com https://fb.com/tailieudientucntt
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Wg & pham chat cua gl (,;L

Ky nang cua PM Pham chat cta F’ﬁ&
©® Ky nang quan ly thoi gian ® Théat tha, chinh truc
& lap tien do ® Khd nang ra quyét
® Ky nang lap ngan sach dinh
® Ky nang ky thuat ® Hiéu biét cac van dé
® Ky nang lanh dao vé con nguoi
® Ky ning quan hé con © Linh hoat, da nang,
ngwdi & quan ly ngudn lwc nhiéu tal

® Ky nang truyén dat

® Ky nang thwong lvgng

® Ky nang tiép thi & ky hop
doéng v¢&i khach hang

ongThanCong.com
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Nhgn lwa PM

® Dam béo co nhirng k§ nang yéu cau

©® Cam két v&i muc tiéu cta du an
® San sang lam viéc vi thoi gian biéu khéng 6n

dinh, v&i nhirng rang budc mau thuan nhau
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Chon lwa PM

Ky nang quan hé
con nguoi

Yéu cau

Ky nang chuyén
mon/ ky thuat

>
Quy mé6 dvw an

=> Dw an c6 quy md cang lén, thi cang doi héi PM biét
tbng quat hon chuyén sau, c6 dau 6c tbng hop hon
phan tich, va lam cho moi viéc dé dang (san sang hop
tac) hon la giam sat

CuuDuongThanCong.com https://fb.com/tailieudientucntt
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Tim PM & dau?

Co rat nhiéu ngudn dé
chon nha quan ly dw
an :

- Ttr cac duw an khac
-Cac nha quan ly san
xuat

-Cac nha quan ly chure
nang

https://fb.com/tailieudientucntt
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Cac cong cu hoach dinh~&%"

® Biéu dd moc thoi gian
® So d6 Gantt (so d6 thanh ngang)
® So d6 mang: CPM & PERT
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Bieu d6 moc thei gian ¢

® Xac dinh cac théi diém quan trong va cac su
kién chinh trong bang tién dé thwc hién dw an.
©

n.
Sw kién 1 Sw kién 2 Sw kién 3
! ! !

Thoigian — 5
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‘ R e,

®Pay l1a cong cu cb dién nhat nhwng van duwoc
dung rong rai nh& tinh hiéu qua cua no.
®Trong so dd nay, cong viéc/cong viéc duoc biéu
dién trén truc tung con thang th&i gian trén truc
hoanh.
©® CO hai phwong phap st dung:
® Phuwong thire trién khai sém
® Phuong thire trién khai chdm

Henry L. Gantt
1861-1919

ongThanCong.com https://fb.com/tailieudientucntt
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\jo’ do Gantt

Cong MO ta Cong
viéc viéc
trwéc
A Xay dwng bo phan bén : 2
trong
B Swra chira mai va san : 3
C |Xay ong gom khoi A 2
D |P6 bétdng va xay khung B 4
E Xay cutra 16 chiu nhiét C 4
F | Lap dat hé thong kiém C 3
soat
G |Lap dat thiéet bi loc khi D,E 5
H |Kiém tra va thir nghiém FG | 2
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® Tbng thoi gian thwe hién dy an?

® Coéng tac nao co thé cham tré?

® Néu c6 cong tac cé thé cham tré thi thoi gian toi
da dé cham tré 1a bao nhiéu?

© bwong “gang’™?

© Thoi gian dw trir cho cac cong tac?
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So do Gantt theo phwong thike
trien khai sé'm {

A- XD bd phan bén
trong

B-Swra chika mai
va san

C-Xay 6ng gom
khai

E-Xay cwa 16 chiu
nhiét

F-Lap dat HT kiém
soat

G-Lap dat thiét bi
loc Khi

H-Kiém tra va thur
nghiém

CuuDuongThanCong.com https://fb.com/tailieudientucntt
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So do Gantt theo phwong thige
rien khai cham

A- XD bo phan bé o c .
trong e P e Thoi glan duJ trip:

B-Stra chiva mai Céng tac B: 1 tUén
:‘_':f"x Cong tac: D: 1 tuan
=Ady ong gom 4 ~ ~ N
khoi —— Cong tac: F: 6 tuan

Céng tac Gantt: 0 tuan
xay khung

E-Xay cura o chiu e

nhiét

F-Lap dat HT kiém
soat i

G-Lap dat thiét bi v
loc khi

H-Kiém tra va thor

nghiém

CuuDuongThanCong.com https://fb.com/tailieudientucntt
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So’ do Gantt

CuuDuongThanCong.com https://fb.com/tailieudientucntt
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\ So d6 mang €-)

©  ky t phan ch nh ng pchonha n
ly p ké ch, ndo C n, m tva m

t ngduv n n, C p
® Bao gém toan bd khdi lwong ciia mot bai toan 1ap
ké hoach
® Thé hién:

< Trinh tw ky thuat va moi lién hé vé to chirc gitra
cac cong viéc san xuat

< Thoi gian thwe hién cong viéc

< Toi wu hda ké hoach deé ra

ongThanCong.com https://fb.com/tailieudientucntt
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\So do mang

® Cac phwong phép phan tich so d6 mang:

<Phwong phap dwong gang - CPM (Critical Path
Method): xem th&i gian hoan thanh moi coéng
viéc 1a hdng s6

<Phwong phap tdng quan va danh gia dw an
PERT( Project Evaluation and Review
Techniques) th&i gian hoan thanh cbong viéc

dwoc mo ta theo ham phan phdi xac suat.
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ong phap CPM — Critical Path/ethod

©® Cac khai niém co’ ban:

<-Sw kién (Occurent): sw t wuhay t ¢
a tsocong c
<-Cong viéc/ cong c (Task/ Activity): t
ng ahaisw n.Co 3loai cong viéc:
® cbng viéc/ cdng viéc: hoat ddng sx can tai
nguyeéen
®cong viéc ch® doi: cong viéc khdng can tai
nguyé&n ma chi can thoi gian
®cong viéc do/gia: chi mdi quan hé gilra cac
cong viéc, khéng doi héi tai nguyén va thoi
glan,....

com/tailieudientucntt
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wong phap CPM - Critical PathA¥étho

® Sor d6 AON (Activity On Node):

{-Coéng tac biéu dién bang nat vong tron

<-Sw kién biéu dién bang mdi tén

<-Khéng tén tai céng tac ao

<ng dung trong viéc Iap trinh phan mém may

tinh

CuuDuongThanCong.com https://fb.com/tailieudientucntt
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M, Baitip

®Vé so dd6 mang dang AON cla cac

dw an sau:

<+A<C ; B<E ; C<D,\E

<-A<D,E ; B<E,F ; C<F

<-A<E : B<E : C< D,E ; D<F ; E<F
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ong phap CPM — Critical Path N ™

® Sor d6 AOA (Activity On Arrow):
{-Coéng tac dwoce biéu dién bang mdi tén.

<-Sw kién dwoc biéu dién bang nat vong tron.
< Toén tai cong tac do.

<Phu hop voi phwong phap PERT

4-C6 thé chuyén sang so d6 Gantt
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) 4
N

Ht SO t huéng trong so do

,‘< A phai dwoc hoan thanh truéc ﬁﬁﬁ

B va C co6 thé bat dau

Ca A va B phai duwoc hoan thanh
trwwdre khi C co thé bat dau

Ca A va B phai dwoc hoan thanh
trieére khi cad C va D co thé bat dau

>

A phai dwoc hoan thanh truwéc khi B
co thé bat dau
Ca A va C phai dwoc hoan thanh

D R LS. XA
° @ tusckhiDcothébdtdiu o

\Cong viéc ao
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ac nguyén tac lap so d

Nguyén tic 1: Mi cong viéc dwoc biéu dién chi bing mot
mdui tén trong so d6 mang

‘A—>N

Nguyén tac 2: Cac mii tén chi thé hién mdi quan hé
trwdc sau cua cac cong viéc, chiéu dai cua chang khéng
thé hién th&i gian twong wng vaoi cac cong viéc do

:ﬁtcm

CuuDuongThanCong.com https://fb.com/tailieudientucntt
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W tac lap sor d

Nguyén tac 3: Chi c6 mét suw kién bat dau va két thuc trong
so d6 mang

A

o
o—@
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ac nguyén tac lap so do mg

Nguyén tac 4: Nhirng cong viéc riéng biét khong duwoc
ky hiéu ’b(’)’i cung mot so, nghTa la khong duoc cung s
kKién xuat phat va sw kién két thuc

A O

A Cong viéc ao
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ac nguyén tac lap so do

Nguyén tac 5: tat ca cac cong viéc trong so d6 mang phai
hwéng tw trai sang phai khong dwoc quay tré lai sy kién ma
chung xuat phat, nghia la khong dwoc lap thanh vong kin

E

C

3
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Cac nguyén tac lap sor d

Nguyén tac 6: So dd6 mang can cé dang don gian nhat, khéng
nén cO qua nhiéu cong viéc giao cat nhau

Khong nén Nén

CuuDuongThanCong.com https://fb.com/tailieudientucntt
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W tac lap so do

Nguyén tac 7: So d6 mang phai phan anh dwoc trinh do ky
thuat cua cong viéc va quan hé ky thuat gilra ching

Vd: Xay dung so dong mang véi quan hé ky thuét gitra céc
cong viéc sau: A<C ; B<C,D; C<E

\g \G
rd rd
7’
d
'
'
d
4
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M, Baitip

®Vé so dd6 mang dang AOA cla céc du

an sau:

<+A<C ; B<E ; C<D,\E

<-A<D,E ; B<E,F ; C<F

<-A<E : B<E : C< D,E ; D<F ; E<F
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C dlnh théng so trén so do ma
-
® Th&i diéem s&m nhat dé sw kién xay ra EO: la tho{;fkm
s&m nhat dé cho sy kién xay ra khi tat ca cac cong viéc truwéde
sw kién déu hoan thanh
® Th&i diem s&ém nhat dé cong viéc bat dau ES: 1a thoi diém
sém nhat dé cho céng viéc bat dau. Do la khoang thoi gian
dai nhat tinh tlr sw kién bat dau dw an xuat phat cia céng
viéc do

ES cua cong viéc ij = EO cua sw kién |
© Thoi diém mudn nhat dé sy kién xay ra LO ma khong anh
hwdng dén sw hoan thanh ctua dw an trong thoi gian da dinh
© Thoi diém mudn nhat dé cong viéc bat dau LS: la thoi
diem muon nhat dé cong viec bat dau ma khoéng lam anh
hwdng dén sw hoan thanh ctua dw an trong thoi gian da dinh
© tij: thoi gian thwe hién cong viéc

om/tailieudientucntt


http://cuuduongthancong.com?src=pdf
https://fb.com/tailieudientucntt

ic dinh thong so trén so do

EO,

EO'= ES; ‘
LO, co thé khdng bang LS;

ongThanCong.com
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3¢ dinh théng so trén so do mang |

EO gy kien bstaau = EO1 =0
EO, = Es;
< Tinh EQ; tai cac s kién thw .

EO, = Max {EO,; + t;}

® Xac dinh LO va LS: Pi ngwoc dong so do mang.
< EO = Lo,

cuoi

cuoi
< Tinh LOyva LS; tai cac s kien | va cong viec ij:

LO, = Min {Ls;}
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3¢ dinh théng so trén so do mang |

® Thoi gian toi thiéu dé hoan thanh dw an = LO

cuOi

© Th&i gian dw trir cua cac cbng viéc F (Float)
F - LS ij - ES ij

©® Cong viec Gangco F =0
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S

ongThanCong.com

Cong MO ta Cong ‘
viéc viéc (tuan)
trwdc
A Xay dwng bo phan bén : 2
trong
B Swra chira mai va san - 3
C | Xay ong gom khoi A 2
D |P6 bétdng va xay khung B 4
E Xay cutra 16 chiu nhiét C 4
F |Lap dat hé thong kiém C 3
soat
G |Lap dat thiéet bi loc khi D,E 5
H |Kiém tra va thir nghiém F.G 2
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LO, = Min {LS,¢, LS,:} = Min{LO,-3
LO.-4} = Min {10,4}=4

?@‘3

EO; = Max
{EO;+4,EOQ,+4}
=max{7;8} =8 SR
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wwng phap PERT

(Program Evaluation And Review Tec | m

©CPM st dung thdi gian hoan thanh cac cong
viéc ¢ tinh bat bién tuy nhién trong thire te thi
khéng phai luc nao cliing nhw mong muodn.

®PERT dung mé hinh xac suat dé linh déng qua
trinn hoan thanh cac cong viéc.
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a-m-=15,

Thoi gian Thoi gian thuong Thoi gian

lac quan xay ra nhét bi quan

N . . ~ 2 r _|_ _|_
Thoi gian ky vong cua 3 _ i ﬁ . 4m T b
loai thoi gian wéc tinh: S T -
Phwong sai: c2=(b 2)

36

Téng Phuong sai: g1 =Y -
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Phwong phap PERT S
aluation And Review Tech

©® Cac bwéc thwe hién phwong phap PERT
4 Vé so dé mang
<-Tinh t, va o cua tirng cong tac
< Dung phwong phap CMP voi t; = t, dé xac dinh cong tac gantt
< Xéc’ dinh kha nang hoan thanh dy an trong th&i gian mong
muon
©S: thoi gian hoan thanh dy an &ng voi thoi gian t,
®D: théi gian mong mudn hoan thanh dw an
©c?: phwong sai cua cac cong tac gantt
Taco: S =t, =t

G = XGj°

D S

\/ ij
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Phwong phap PERT =
valuation And Review Te¢lin

© 2 dang bai toan:

<~ Biét thoi gian mong mudén hoan thanh dw an
D -> tinh xac suat hoan thanh dw an:
Tw D -> tinh dwoc Z -> tra bang phan phoi
chuan dé xac dinh p%

<-Biét p%, tinh thoi gian mong mudn hoan
thanh dw an:
T p% -> tra bang tim Z -> tinh D

D=S+ /7%
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Phwong phap PERT
uation And Review

C| CV a m b T, = Phwong sali
V | trwoc [(@a+4m+Db)/6] [(b-a)/6]2
A - 1 2 3 2 4/36

B - 2 3 4 3 4/36

C| A 1 2 3 2 4/36

D B 2 4 6 4 16/36

E C 1 4 7 4 36/36

F C 1 2 9 3 64/36

G| D,E 3 4 11 5 64/36

H| FG 1 2 3 2 4/36



http://cuuduongthancong.com?src=pdf
https://fb.com/tailieudientucntt

a/ Tinh xac suat hoan thanh dw an néu thoi gian
mong mudn hoan thanh dw an la:

(1) 15 tuan
(2) 14 tuan
(3) 16 tuan
b/ Tinh théi gian hoan thanh dw 4n néu xac suat
hoan thanh dw an la 35%
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4, 16/36
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wbé nguon lwc

Phan b6 nguon lwc Khong déu

Quan ly phtre tap
Ton kem

Phan b6 nguon luc déu

S NNk O
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wn b6 nguén lwc

® Can bang nguon luc

<-Qué trinh ap th&i gian biéu cho cac céng tac sao cho
viéc st dung ngudn lwc 1a can bang nhau trong sudt
dw an

4~ C6 thé dich chuyén céc cong tac trong thdi gian dy
trlr cho phép hoac kéo dai th¢i gian dy an
©® Muc dich
<-Gidm dao déng trong viéc huy déng nguodn Iuc
<-Dan dén chi phi thap hon
<-Viéc trién khai 6n dinh hon

<-Giam cong strc/ n6 lwe quan ly

ongThanCong.com https://fb.com/tailieudientucntt
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Nhén bd ngudnlwe £}

©® Cac budc thucnﬁ'ién 4 JK)

< Tw so d0 mang chuyén sang so do Gantt theo
phuwong thire trién khal som

4-Vé so do khodi lwong moi nguon lwc

<-Chon ngudn lwc can bang. Dich chuyén cac céng viéc
trong thoi gian dy triy

V& lai so d6 khdi lwong cho tat cd ngudn lwc. Chon
nguon lwc can bang ke tiép...

VD: Can bang ngudn lwc cia dw an gébm 3 cong tac
A, B, C. Biét:

Néu A thwe hién trong 2 ngay thi can 2 ngudi; B thuc
hién trong 5 ngay & can 4 nguwdi; C thwe hién trong 3
ngay & can 2 nguoi.

com/tailieudientucntt
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