AIX »+ QUY TRINH VAN HANH CHUAN (SOP)

SOP: Cap nhat tién dd, bao cao hién trwdng va xir ly

vwéng mac

Tai liu thwe chién ERP « Al-X — ai-x.vn + Cap nhat 2026-02-11 02:56:00

Phién bén PDF mién phi — lién hé Al-X dé nhan bo biéu méu dién sén & tw van 16 trinh.

Day la SOP chi tiét di kém bai viét Tién do cong trinh ndi that ludn duwoc bao cdo cham — dung cho PM, QS, Hién
trwdng, Mua hang va Ban diéu hanh.

1. Tén SOP

SOP-SCH-01 — Cap nhat tién do, bao cao hién trwdng va xi ly vwéng mac (nganh thiét ké & thi cong noi that)

2. Muc dich

Thiét lap mét chudi quan ly tién d& gan véi WBS va baseline: mdi cong trinh phai cé céu tric phan ra coéng viéc
(WBS) va ké hoach chuan dwoc duyét; tién d6 thuc t& phai dwoc cap nhat hang ngay theo khéi lwong cé bang
chirng; moi vuwéng mac (issue) phai cd nguwdi chiu trach nhiém va han x& ly; va ban diéu hanh phai nhan canh bao
trwdc khi milestone c6 nguy co tré.

SOP nay khong thay thé cong cu dang ding (Excel, Google Sheet, phdn mém ERP néu cé). N6 quy dinh ai lap ké
hoach, ai cap nhat tién d9, ai x&r ly vwéng méc, va ban nao 1a can ctr dé diéu phdi va bao céo .

3. Pham vi ap dung

Ap dung cho toan bd hoat déng lap ké hoach va theo dai tién dd ctia cong trinh thiét ké & thi cong noi that, gom:
- Thiét 1ap WBS, baseline va ké& hoach tdng/thang/tuan.

- Cap nhat khdi lwong hoan thanh cé bang ching.

Ghi nhan anh, nhat ky va issue hién treong.

Giao owner va han xt ly cho tirng vwéng mac.

Téng hop dw bao mbc tré va hanh dong diéu phéi.

Khéng ap dung cho quan ly chi phi va ngan sach — cac néi dung nay cé SOP riéng.

4. Thuat ngir va dinh nghia
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WBS Work Breakdown Structure — cAu tric phan ra cong viéc
theo hang muc/khu vwc thi cong.

Baseline Ké& hoach chuédn dwoc duyét, dung dé so sanh tién do
thue té.

Look-ahead Ké hoach nhin trwéc 3—6 tuan dé phat hién xung dét vat

tw, nhan Iwc, phu thudc.

Weekly Work Plan

Ké hoach cong viéc tuan, phan bd khéi lwgng va ngudn
lwe.

PPC Percent Plan Complete — ty 1& cong viéc hoan thanh
dang ké hoach tuan.
SPI Schedule Performance Index — chi s hiéu suét tién do.

Issue / Action Log

Nhat ky vwéng mac va nhat ky hanh déng, méi muc cé
owner va han.

Vai tro tham gia

PM (Project Manager / Chi huy trwédng)

Lap WBS, baseline, ké hoach tuan; cap nhat tién dod hang
ngay; xt ly issue.

QS (Quantity Surveyor)

Déi chiéu khéi lwong hoan thanh véi BOQ; xac nhan
bang ching.

Hién trwong / DOi thi cdng

Bé&o céo khdi lwong hoan thanh kém anh, nhat ky; théng
bao vwéng mac.

Mua hang

Cap nhat ké hoach vat tw theo tién do; canh bao vat tw
dén tré.

Ban diéu hanh / CEO

Nhan cénh bao milestone tré; quyét dinh diéu phbi ngudn
Iwc lién cong trinh.

6. Ma tran RACI

R = Responsible - A = Accountable - C = Consulted - | = Informed

Hoat dong | PM | QS | Hién trudng | Mua hang | Ban diéu hanh
Lap WBS va baseline | RIA [ C | C | 1] A

Lap ké hoach tudn WWP) | RA | C | C | C | |

Cap nhat khéi lwong hdngngay | A| C | R | 1]

Péi chiu khdi lvong voiBOQ | C | RIA | R | 1] I
Ghinhan vaxi Iyissue | RA [ C | R | C | I

Dw bédo méc tré vacdnhbdo | R | C || C | A
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Diéu phdi nguén lyc liéncongtrinh | C | 1 | 1|1 | RA

7. Di¥ liéu dau vao

Hop dbng va lich ban giao da ky v&i khach hang.

BOQ va khéi lwgng theo hang muc.

Ké hoach vat tw va nhan lwc theo tién do.

Ban vé thi cong va danh sach phu thuéc cong viéc.

8. Quy trinh tirng bwéc

Buwédc 1 — Thiét 1ap WBS va baseline. PM phan ré cong trinh thanh cac géi cong viéc véi khdi lwong, thdi gian va
thtr tw phu thudc. Baseline dwgc duyét va lwu tai vi tri chinh thirc.

Buwdc 2 — Lap ké hoach tong, thang va tudn. Tl baseline, PM Iap ké hoach téng, ké hoach thang va Weekly Work
Plan, phan bé khéi lwong va ngudn luc.

Buwéc 3 — Lap ké hoach look-ahead 3—6 tuan. Nhin vé phia trwdc dé phat hién xung dét vat tw, nhan lwc va phu
thudc trwde khi ching xay ra tai hién trwedng.

Bwéc 4 — Cap nhat khdi lwong hoan thanh hdng ngay. Hién trudng bao khéi lwong hoan thanh kém &nh va nhat
ky, dbi chiéu v&i BOQ. Khong dung wéc lwong badng mét.

Buwdc 5 — Ghi nhan issue va giao owner. Moi vuéng mac dwoc ghi vao Issue Log véi nguwdi chiu trach nhiém va
han x( ly. Khéng dé issue tréi trong tin nhan.

Buwéc 6 — Dy bao méc tré va reforecast. PM téng hop xu hwéng tré, tinh SPI/PPC, dw bdo mébc nao ¢é nguy co
tré va cap nhat ké hoach.

Buwdc 7 — Canh bao va diéu phdi. Khi milestone c6 nguy co tré, PM canh bao ban diéu hanh. Ban diéu hanh
quyét dinh diéu phdi ngudn lwc lién céng trinh.

Bwdc 8 — Bao cdo tién dd. PM tdng hop bao céo tién do theo tuan, gdm khéi lwgng hoan thanh, issue, dw bao tré
va hanh déng.

9. Piém kiém soat va diéu kién phé duyét

Duyét baseline WBS va ké hoach chuén dwoc ban diéu hanh phé duyét
Cap nhat khéi lvong C6 béng chirng (anh, nhat ky) dbi chiéu véi BOQ

bong issue Issue cé owner, han x( ly va xac nhan hoan thanh
Cénh b&o milestone tré Dw béo tré vuot ngudng, cé phwong an diéu phbi
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10. Ngoai lé va cach xtr ly

- Thay déi pham vi tir khach anh huéng tién dd: Chuyén sang ludng Variation Order, cap nhat baseline sau
khi khach phé duyét.

- Vat tw dén tré do NCC: Ghi nhan issue, giao Mua hang x ly, danh gia anh hwéng tién d6 va diéu phdi thiv
tw cong viéc.

- Thiéu nhan lyc tai hién trwéng: Bao ban diéu hanh dé diéu phéi tr cong trinh khac, ghi nhan vao Action
Log.

- Thoi tiét/sw cb bat kha khang: Ghi nhan, cap nhat reforecast va théng bao khach hang theo diéu khoan hop
dong.

11. KPI can theo déi

Céac mirc KPI duéi day la muc tiéu tham khao, doanh nghiép can diéu chinh theo quy mé thuc té.

On-time Task Rate Sb cong viéc dung han / Téng sb | =85%
cbng viéc

PPC Sb cong viéc hoan thanh dung ké | =80%
hoach tuan / Téng sb cong viéc ké
hoach

SPI Khéi lvong hoan thanh / Khéi lvong | = 0,95
ké hoach

Milestone Delay Sé ngay tré trung binh ctia milestone | <3 ngay

Issue Closure Time Thoi gian trung binh dong mét issue < 5 ngay

12. H6 so’ va biéu mau lién quan

Template WBS va baseline.

M3au ké hoach Look-ahead 3-6 tuan.
Mau Weekly Work Plan.

Nhat ky cong trwdng.

Issue Log va Action Log.

Dashboard SPI, PPC, issue qua han va do tré cap nhat.

(Chi tiét tivng biéu ma&u xem trong B6 céng cu quan ly tién dé cong trwong .)

13. PAu ra va tiéu chi hoan thanh

SOP duwgc xem la ap dung thanh céng khi:

- M&i cong trinh c6 WBS, baseline va ké hoach tuan dwoc duyét.
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- Tién do thuc té dwoc cap nhat hang ngay theo khéi lwgng cé bang ching.
- Moi issue c6 owner va han x ly, khéng tréi trong tin nhén.

- Ban diéu hanh nhan canh bao milestone tré trwdc khi xay ra.

14. Vi du thwc té ciia mét céng trinh noi that

Vi du minh hga mang tinh mé phdng, khéng phai s lidu théng ké chinh thirc.

Cong trinh van phong ma VP-2026-008 cé milestone ban giao sau 60 ngay, chia thanh bén géi WBS: hoan thién
tran vach, hé thdng dién, 1ap dat ndi that va hoan thién. Nh& SOP, PM Iap baseline va ké hoach look-ahead 36
tuan, thé hién ré phu thudc tran — dién — 1&p dét.

Dén ngay thir 15, hién trwong cap nhat khdi lwong trAn vach chi dat 70% ké hoach. PM phat hién ngay réng goi
dién chwa thé bat dau, dw bao toan bd chudi tré khoang 8 ngay. PM ghi issue vao Issue Log, giao Mua hang day
nhanh vat tw trén va ban diéu hanh diéu phbi thém mét ddi hoan thién tir cong trinh khac. Nhé canh bao sém tir
ngay 15, cdng trinh chi tré 2 ngay thay vi 8, va chi phi tdng ca dwoc gitr & mirc thap.

15. Checklist ap dung nhanh

- [1M@i cdng trinh c6 WBS, baseline va ké hoach tuan dwoc duyét.

- []1C6 ké& hoach look-ahead 3—6 tuan.

- []Tién dd thuwe té duwoc cap nhat hang ngay theo khéi lwong cé bang chirng.
- [ ] Moi issue c6 owner va han xt ly trong Issue Log.

- [1C6 dy bao méc tré va canh bao ban diéu hanh.

- [] C6 bao céo tién d6 tuadn gdm khdi lwong, issue, dw bao va hanh dong.

Bang so sanh trwéc va sau khi ap dung SOP quan ly tién do

Khéng c6 WBS/baseline WBS va baseline dwoc duyét

Cap nhat tién do qua tin nhan Cap nhat hang ngay theo khdi lwong
Khong thdy phu thudc cong viéc Thé hién rd chubi phu thudc

Khong cé canh bao sém Canh bao milestone tré tlr sém

Xem thém: B6 céng cu quan ly tién d6 cong trwérng — biéu mau thwe hanh di kém SOP nay.
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Can bo SOP nay chay
trén hé thong thwc té?

Al-X thiét ké 16 trinh ERP & Al 90 ngay riéng cho doanh nghiép cta ban:
chuan héa di lieu — SOP sbé héa — dashboard diéu hanh.
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