QUAN LY DU AN
Phin I : MOT SO KIEN THUC CO SO

Du an (Project)
Khai niém
Dur dn Lo su né luc tam thoi dé tao ra mér san phcfm hodac dich vu dac tha (PMBOK).

Mot dy 4n duge hinh thanh khi mot nhém céc nha tai tro (t6 chic, cong ty, chinh phu) can
¢6 mot san pham (hodc dich vy, chiing ta s& goi chung 1a san phdm) ma san phiam nay khong
c6 sin trén thi truong; san phdm nay can phai dugce 1am ra. Nhu vdy dy 4n 1a tén goi chung
cho m&t nhom céc hoat dong (tién trinh) voi muc tiéu duy nhét 12 tao ra duoc san phém theo
mong mudn cta cic nha i tro.

V6i y nghia do, cdc du dn thuong duge trién khai nhu 13 cdc phuong tién dé thyuc hién cic
muc tiéu cta to chirc (vi dy: phan khic thi truong, quang b thuong hiéu, md rong san Xudt),
do d6 cic hoat dong ctia du 4n va cic hoat ddng cua td chire rit gibng nhau ¢ cdc diém:

* Duogc thyc hién boi con nguoi (1a nhan t6 quyét dinh ctia nguon lyc),
= Bj rang budc boi ngudn luc gidi han, nhu kinh phi, kha nang thyc hién, thoi gian,.
= Phai duoc hoach dinh (dinh nghia), thyc thi va diéu khién dé c6 két qua mong mudn.

Tuy nhién, chiing ciing c¢6 nhiing diém khac biét nhau:

= Céc hoat dong trong td chirc dién ra lién tuc va lap di 1ap lai. Cac td chirc kinh té thong
thuong chi tao ra mot s6 san pham nhat dinh dé ban trén thi truong, va céc san phim nay
duogc san xuat bang mot phuong phap nhit dinh, khong hodgc it thay d6i theo thoi | gian,
va cdc san pham dugc san xuét lién tuc (tién trinh san xut dugc lap lai cho mdi san
pham) dé tao ra s lwong 16n cung cap cho thi truong.

= Céc hoat dong cta dy 4n lai mang nang tinh chét tam thoi va dic th.

Tinh chdt tam thoi : Du 4n ludn ludn c6 thoi diém bat dau va thoi diém két thic (du 4n chi
ton tai trong mot khoang thoi gian nhét dinh). Dy 4n két thdc khi cdc muc tiéu cua du 4n da
dat dugc, hoac sau mét thoi gian thyc hién, cdc muc tiéu ctia du dn dugc nhan thic 16 la
khong thé thuc hién duoc hodc khong con can thiét nira (trong khi d6 muc ti€u cia td chirc
s€ duoc tiép tuc cai tién dé dinh hudng cho cac ké hoach trong tuong lai). Péc tinh tam thoi
ctia du 4n con thé hién & td chirc nguén luc. Khi dy 4n duoc thiét 1ap, mot s6 nhan vién (cua
t6 chirc) dugc tam thoi diéu chuyén sang 1am dy dn cho dén khi dy 4n két thiic, tat ca nhiing
thanh vién cta dy an s€ khong con c6 trach nhiém vé du 4n nita.

Tuy nhién, tinh cht tam thoi khong 4p dung cho san pham cua du 4n, vi san pham cua du 4n
van s€ con dugc su dung 1au dai sau khi du an két thac, vd: duy 4n xay cau My Thuan.

Tinh chdt ddc thii : Céc san pham/dich vy cua dy 4n thudng mang nhiéu dc tinh méi, khong
gidng vdi cédc san pham/d1ch vu da ting c6. Hé thong thong tin duge xay dung cho t6 chtic
1a mét dang san pham dic tht vi n6 phu thudc rat nhidu vao ciu tric nguodn lyc, quy trinh va
nang luc ciia mdi to chirc. ‘Ngoai ra, tinh chat dac thil con thé hién & cac tién trinh ma trudc
do chua timg duogc 1am. Dé tao ra cdc giéng cy an trai ¢6 chat lugng tdt, ngoai phuong phap
lai glong nhén tao, cdc nha khoa hoc phai nghién ctru ing dung cdc cong ngh¢ méi (nhu di
truyén hoc, gen) trén timg loai ciy dé tim phuong phép cho qua tét hon.

Do cac phuorng phép tao san pham chua duoc biét, chua c6 kinh nghi¢ém nén dy dn can phai
dugc tién hanh cin than, tng dung tir khoa hoc dén thyc tién va lam timg budc c6 kiém



1.2

chtng dé bao dam cho du 4n di dén thanh cong, va qud trinh nay duoc goi 1a su tinh chinh
tung budc.

Sw tinh chinh timg budc (Progressive elaboration) Su tinh chinh tudng budc 12 mét qué trinh
hoan thién dan két qua qua nhiéu budc thuc hién dé tao ra san pham ngay cang phit hop véi
yéu cdu da dat ra cho san phém, duoc minh hoa trén hinh I.1.1. Tu hién trang ban dau 1a
hinh vudng, sau 3 budc thuc hién ma & mdi budc déu c6 su so sanh két qua véi san pham
mong mudn (“muc tiéu”, 1a hinh tron) dé 1am co s& cho céc buée tinh chinh tiép theo, ta co
san pham 1 hinh trdon nhu mong mudn.

Hién trang Muc tiéu Thuc hién Két qua Tinh chinh
: O : _’< > <:> Can
O O O—»O O Cén
O O O—0O O Khong

Hinh 1.1.1
Vi céc tién trinh thuc thi du 4n lién quan nhiéu dén viéc giai quyét tinh hudng do tinh dic
thi ctia dy 4n, sy tinh chinh timg budc 12 mot céch tiép can tir tong quat (co ban) dén chi tiét
huéng dén muyc tidu, dé giam b6t nhitng rui ro do su thiéu kién thirc va kinh nghiém cia
ngudi 1am du 4n. Qud trinh tinh chinh tao diéu kién dé ngudi 1am du 4n nhén thic vé dy 4n
ngay cang hoan thién hon va tiép tuc dp dung sy hiéu biét d6 vao du 4n.

Muc tiéu

La nhing van dé can phai giai quyét (dugc goi 1a bai todn, problem) dya trén ngudn lyc sin
¢6 trong khuon thoi gian cho phép. Bai toan la sy khdc biét gitra nhiing gi dang co (hién
trang) va nhiing gi mudn c6 (mong mudn), dva trén sy nhan dinh kha thi ban dau vé thoi
gian va nguon lyc dang c6 san dé lam thay d6i hién trang theo mong mudn. Myc tiéu cia to
chtre hodc dy 4n 1a két qua mong mudn tao ra tir cdc hoat dong cua to chirc hodc dy dn do.

Céac muc tiéu c6 ddc diém chung 12 phai khd thi va do luong duoc. Déc tinh nay gidp phan
biét muc dich va myc ti€u. Muyc dich la nhimg gi t6 chirc mong muon ¢6 va né gan lién véi
su ton tai cua to chirc. Muc tiéu 1a nhiing thanh qua cu thé ma t6 chirc da hodc s& phai dat
duoc trong khoang thoi gian xdc dinh (vd: ké hoach hang nim) va véi ngudn lyc cho phép.
Muc tiéu duoc diing lam chuan myc do luorng viéc hién thuc héa muc dich cua td chc.

Cdc muc tiéu dugc hoach dinh trong mot t6 chirc (cong ty, doanh nghi¢p,...) dung dé dan
dit céc hoat dong cua td chirc thye hién myc dich (1au dai) cua t6 chirc d6 - muc tiéu ludn
ludn phuc vu cho myc dich cua t6 chirc. Di voi du 4n, muyc tiéu ding dé huong dan (tap
trung) nguon lyc cta du dn vao nhitng hoat dong quan trong nhét (tao san pham), dé khong
lang phi ngudn lyc cho céc hoat dong khong can thiét. Sau khi myc tiéu da dat duogc thi du
4n s& két thc.

Trong cac td chtc hoat
dong theo dang du an,
nhiéu du 4n duoc tién
hanh ndi tiép (P;-P»-P3)
hodc song hanh (P;-P, ,P4)
dé hién thuc cdc muc tiéu
cua to chuec, nham hudng
dén sy théa man muc dich
> chung (G) cta to chiic
t t3 T nhu minh hoa trén hinh
I.1.2.

"Muc dich"

Hinh I.1.2 Muc tiéu cua du 4n va muc dich cta td chic



1.3 Tién trinh (Process)

Tién trinh la mot hodc mot chudi cdc hoat dong lién két nhau dé tao ra su thay doi trong
hién trang (mdi truong) theo nhw mong muon (giai quyet bai toadn hodc hién thuc muc ti€u).

Tién trinh dwgc xem xét trén 5 dic tinh co ban (hinh L.1.3):

Hinh I.1.3 / Constraints \

Inputs 3 | Outputs
\ Resources /

Piu vao (Inputs): 1a nhimg gi tién trinh can thiét dé tao ra két qua & dau ra, duoc 1y tir
hién trang trude khi tién trinh thyc thi. Vd: nguyén vat liéu va thong tin.

Diu ra (Outputs). la cic thay ddi trén hién trang sau khi thyuc thi tién trinh. Két qua &
dau ra la nhimg gi can phai ¢6 (san pham) dé chuyén giao cho céc tién trinh khic.

Thoi gian (Time) 12 thoi gian dé tién trinh thuc thi.

Nguﬁn Iwe (Resource) 1a dong luc dé thyc thi tién trinh.

Rang budc (Constraints) 12 nhitng diéu kién ma tién trinh phai tun thii. Vd: tiéu chuan
quan 1y chét lugng ISO 9000.

Nguon luc: Bat ky tién trinh nao cling déu can c6 nguon luc dé tien hanh, theé hién trén 3
nhém ngudn luc co ban: con ngudi, cong cu va phuong phép.

Con ngudi (human) duoc thé hién qua kién thire, ky nang/nang khiéu, kinh nghiém va
suc khoe cua nguoi lao dong. Con ngudi 1a ngudn lyc quan trong nhat trong tat ca cdc
tién trinh vi 2 nguyén nhan:

o Con nguoi vua la ngudn lyc dé thyc hién tién trinh (sic lao dong), dong thoi quyet
dinh 2 ngudn lyc con lai: Con nguoi tao ra phuong phdp thuc thi tién trinh va diéu
khién cong cu dé thyc thi tién trinh.

o Con ngudi con c6 kha ning kiém soat va diéu khién cdc tién trinh thuc thi mot cich
6n dinh trudc cdc tic dong thay doi (rii ro) trong méi truong thuc thi cia tién trinh.
Pay 1a tac dong tich cuc nhat cuia con nguoi (tdc dong quan 1y) dbi voi tién trinh.

Cong cu (tools) 1a nhém céc nguon luc tro gitp con nguoi thyc hién tién trinh mot cach

tryc tiép nho sir dung mdy — thiét bi, phadn mém, hodc gidn tiép bang cach st dung tién
dé thué mudn nhan cong hoic mua may — thiét bi. Cong cu la phuong tién thay thé stc
lao dong cua con nguoi dé thyc thi tién trinh trong thoi gian ngan, nham tao ra ning suat
lao dong cao hoac chit lugng 6n dinh (giam duogc cdc sai s6t do chu quan nh¢ st dung
thiét bi hodc phﬁn mém).

Phwong phap (method) duoc thé hién bang cong nghé, ky thuat, quy trinh va quy tac p
dung vao tién trinh. Phuong phép 1a sy 4p dung kién thirc dé xdc dinh cach thyc thi tién
trinh mot cich tdi uu nhat. Phuong phdp 12 mot dang ngudn luc kién tao (conceptual
resource); né khong tryc tiép tao ra két qua cho tién trinh, nhung nhd né, ta c¢6 duoc cic
tién trinh tot (thda man dugc céc didu kién rang bugc mdt cach chéc chin) va nho d6 tién
trinh s& tao ra két qué ding nhu mong doi.

Rang budc: tat ca cdc tién trinh déu can phai c6 sy kiém sodt (quan ly) bang céc rang budc
trén cdc hoat dong dé loai bo nhitng hiéu tng khong mong doi do tién trinh tao ra (tré ké
hoach, qud kinh phi, san pham kém chat lugng,..); dong thoi bao dam cho céc tién trinh phu
thudc van thuc thi dugc. Céc rang budc duge sinh ra tir cdc yéu cau ddi voi tién trinh hodc
san pham va thé hién trén toan bo tién trinh: dau vao, dau ra, thoi gian va ngudn lyc.



Trong du 4n, c6 2 loai tién trinh co ban: cic tién trinh tao san pham (product oriented
processes), va cac tién trinh quan 1y du an (project management processes) s€ dugc dé cap
deén trong phan sau.

Quain ly du an (Project Management)

Khai niém
Vi cdc ngudn lyc déu cé gi01 han va cdc tién trinh phai thoa man tat ca cdc diéu kién rang
budc, nén cdc tién trinh déu can phai dugc hoach dinh can thén d€ khong du thira, diéu khién
dé thyc hién ding, gidm sat dé phat hién bat thuong, do luong dé biét mirc d6 hoan thanh;
dugc goi chung 1a quan ly. Qudn Iy la sy dp dung kién thirc, ky nang, kinh nghiém dé dieu

khién nguon liec thuc thi cdc tién trinh gidi quyét cdc van dé. Céc nha quan 1y thuong thuc
hi€n cac cong viéc sau day:

»  Hoach dinh cai gi can lam
= T6 chirc nguon luc de thuc hién

* Phdn cong thyc hién PLAN

= nging dc?n lghi nhan vién dang thyc hién

»  Dieu khién dé bao dam thuc hién ding CHECK
Nhoém céac hoat dong quan 1y co ban thuong ldp di lap T

lai theo chu ky, dwoc thé hién nhu trén hinh 1.2.1, gdm

Plan — Do — Check — Act (PDCA). Cé4c hoat dong nay

dugc thyc hién bang con nguoi va dé tang cuong tinh Hinh 1.2.1

kiém sodt doi véi cdc tien trinh tao san pham cho du

4n. Néu thiéu mot trong cic hoat dong nay thi cdc tién trinh cua du 4n s& khong bao dam dat
duogc két qua nhu mong mudn do chi phi tang, tré han hodc san pham kém chét luong. Cic
hoat dong nay 12 nén tang cia cdc nhém tién trinh quan 1y.

Quan Iy dy dn la sy dp dyng kién thirc, kj nang, kj thudt va cong cu vao cdc hoat dong duw
dn dé théa man cdc yéu cdu doi véi du dn. (PMBOK)

Cac hoat dong quan ly du dn thuong rat da dang, nham dinh nghia day di va chi tiét cho céc
tién trinh tao san pham dé thoa man yéu cau ddi voi dy dn nhu:

=  Xic dinh nhimg mong mudn khéc nhau ctia nhimg "stakeholder" vé du 4n
» Xd4c dinh pham vi, thoi gian, chi phi, rui ro va chat lwong cho dy 4n
= Thuyc hién cdc tién trinh quan 1y du 4n nhu khoi dong, hoach dinh, diéu khién, két thc..

PMBOK |,

17 General Accepted \

PMBOK (A Guide to the Project Management
Body Of Knowlegde) do PMI (Project
Management Institute) tao ra 1a mét tai li¢u quan
ly duy an duogc chép nhén rong rdi, dugc hinh
thanh tir kién thirc kinh nghiém quén 1y tong quat
ctia cdc to chirc va kién thirc kinh nghiém mang
tinh phd dung rit két tir nhiéu du 4n thudc nhiéu
linh vyc ung dung khéc nhau. Mdi lién quan giita
PMBOK vé6i céc loai kién thire khdc duge dién ta
trén hinh 1.2.2.

General
Management

Knowledge &
Practice

L d
= Application
Area
Knowledge &
Practice

Hinh 1.2.2



2.2 Giai quyét van dé (problem solving)

Lam thé nao dé dat duoc cdc muc tiéu da hoach dinh cua t6 chirc 1a yéu ciu quan trong nhét
dbi v6i nguoi quan ly. Hon ntra, vi t6 chirc ludn ludn bi tic dong boi cic thay doi cua moi
truong, bén ngoai 1an bén trong, do d6 nha quan 1y thuong dbi mat véi viée giai quyét cdc
bai toan (Problem solving).

0 Bai toan (problem) 1a su khdc biét giita hién trang dang ton tai va mong mudn.

o Giai phap (solution) 1a cich dé giam bét sy khac biét giita hién trang va mong mudn, 1a
nén tang dé thiét 1dp cdc tién trinh. Ban than giai phap khong c6 gid tri gi, chi c6 ket
qua tao ra tur giai phdp mai cé gia tri.

Cic nha quan ly it khi ty giai bai toan mot minh, ma ho thudng tim kiém su tro giip can

thlet tir nhirng chuyén vién va nhiing nguoi cong tac; lam viéc nhém (group working) la mot

tlep can khd pho bién (vd: qua cdc cudc hop) dé tim kiém su tro gitp giai quyét bai toan tir
nhiéu ngudi, qua cdc bude co ban nhu sau:

1. Nhan biét cdc tin hiéu nguy co hodc thdch thirc

Cic tin hidu nguy co dugc nhan biét qua phuong tién thong tin giao tiép gitta nha quan 1y
v6i nhitng nguoi cong tic, bang hinh thirc (qua cic bdo cdo, thong ké, biéu do,...) hodc phi
hinh thitc (qua du luan, néi chuyén). Cic tin hiéu vé nguy co hodc thich thiic c6 thé anh
hudng dén hoat dong cua td chiic s& duge xem xét va phén tich. (C6 anh huong: dang hodc
s& gdy ra nhiing thay d6i bat loi ddi véi to chirc). Vi du: doanh thu ¢é xu huéng giam, dugc
thé hién trong céc bdo cdo tong két, 1a mot tin hiéu nguy co d6i véi to chic.

2. Dinh nghia bai todn

Duya trén céc tin hiéu vé nguy co hodc thach thirc, cic nha quan ly s& phai tim hiéu va phan
tich dé xéc dinh nguyén nhan phat sinh ra hién tugng (tin hi€u nguy co da biét). Hién tuong
(hoic triéu chimg, symptom) chi 12 biéu hién bén ngoai ctia van dé, 1a ddu hiéu cho biét bai
todn dang ton tai. Bai todn chinh 12 nguyén nhéan cua hién twong ma nguoi quan 1y can phai
tim dé giai quyét. Vi du:

Nguyén nhan la do Nguyén nhan la do
| v | v
Ning suat Quan ly Khong ¢6
LD kém — kém Ti€u chuan
Gayra Giayra
(hién tugng) (hién tugng) (bai toan)
Hinh L1.2.3

Viéc xac dinh ding bai toan 1a mét hoat dong phiic tap, ton nhiéu cong stic va can su hop
tac cua cac chuyén vién tu nhiéu linh vuc khéc nhau. Déi khi céc bai todn dugc dinh nghia
qud 16n din dén khéng c6 giai phdp kha thi vi ngudn lyc bi gidi han; hoic nguoc lai, bai
toan khong dii tong quat dé 1y giai cac hién twong da biét, do d6 viéc dinh nghia 16 bai todn
12 nham giGi han pham vi bai toan dé tim giai phap kha thi, va ciing 12 dé tranh hiéu 1am cho
nhitng ngudi cong tc (dit ra yéu cau qud cao hoic qua thip ddi véi giai phap).

3. Tim giai phdp cho bai todn

Do khong c6 giai phdp nao tuyét d6i phu hop v6i cdc bai todn, nén cdc nha quan ly phai cd
gang tim nhiéu phuong an khdc nhau dé phan tich lya chon giai phap tot nhat (kha thi nhat)
tur cac phuong an da biét va vi vay su ho trg tir nhiéu chuyén vién 1a rat can thiét. Giai phap
phai thoa min t6i da cdc tiéu chuan ddnh gid, thuong dya trén 5 tiéu chuan: k¥ thuat, kinh té,
phdp 1y, van hanh, va ké hoach (thdi gian).



Bai toan Phuong an 1

Phuong an 2 Giai phap
Tim p. 4n Phuong 4n 3
- J - /
YT YT
Phit sinh phuong 4n va cdc tiéu chuan Chon phuong 4n sau khi ddnh
danh gia gid theo cdc tiéu chuin

Hinh 1.2.4
4. Thuec thi gidi phdp va do lwong két qua

Viée thyc thi giai phdp la dé giai quyét bai todn dit ra. C6 the giai phap khong dap ung dugc
tron ven yéu cau, hodc phat sinh céc anh huong khac dén to chic, do d6 viée do luong, dénh
gid két qua thyc hién giai phdp dya trén cdc tiéu chuan danh gid 1a rat can thiét d&é x4c dinh
cic hoat dong tiép theo nhu (1) giai phdp c6 can thuc hién tiép khong, (2) giai phap can thay
d6i bo sung khong va (3) C6 can xem xét thay doi mdi truong thuc thi giai phdp khong ...

(Céc hoat dong kién tao mirc y tuong)

>{ac dinh bai toan> >(ac dinh giai phap> >(et qua du kién >

(Cac hoat‘ﬁong quan ly)

A 4

—| Nhan thuc Ap dung

bénh gia |—>

I v v
> Hién trang cu > >Hién trang moi > >l(ét qua thuc té >

(Céc thay doi & muc vat 1y — thyc té)

Hinh 1.2.5
2.3 Cic tién trinh trong du 4n

Trong du 4n, ¢4 2 loai tién trinh co ban: céc tién trinh tao san pham (product oriented
processes) va céc tién trinh quan 1y du an (project management processes).

»  C4c tién trinh tao san phém 1a cdc tién trinh chinh cia du 4n trong chudi tién trinh tao ra
gid tri (Value Chain) dé dy an dat dugc muc tiéu. Vi du:

Nhap nguyén Gia cong, Phén phbi Bin
vt lidu ché bién san phim san pham

= Céc tién trinh quan 1y dy 4n tao ra méi truong hoat dong t6t cho cdc tién trinh san xuat.
Cac tién trinh quan 1y khong tryc tiép tao ra san pham ma dinh nghia ra, va dan dat cac
tién trinh san xuat dé dat muc tiéu cia dy 4n, 1am théa man céc yéu cau.

Hai nhém tién trinh nay dwoc thyc hién song hanh va tic dong 1dn nhau. Céc tién trinh quan
1y ¢6 2 tac dong Ién tién trinh tao san pham:

1. Hoach dinh, diéu khién: thiét 1ap giai phap, quy dinh, huéng dan céch thyc thi tién trinh
tao san pham.

2. Gidm sdt, do lwong: phan tich d4nh gid két qua thyc hién cia cdc tién trinh tao san pham
(phét hién cac hién tugng, xac dinh bai todn) d€ hoach dinh va di€u khién tiép theo.



Hinh 1.2.6 hoach din}l,
diéu khién

outputs

iam sat, do NN
g tién trinh

lwong — B} san xuAt
X tién trinh
lnputs quén 1},’
2.3.1 Cac tién trinh tao san pham va muc tiéu ciia du 4n
P P, P;
W1 > W2 > W3 > W4
Change to W, Change to W, Change to W3
70 70 N -

@ O e @ T

Hinh 1.2.7 Hi¢n trang va céac tién trinh

Trang thdi (hodc hién trang) cua dy én la tat ca nhiing gi ma dy dn dang c6 (“tai san” cua dy
4n) tai mot thoi diém nhét dinh, nhu nguon luc va nhitng két qua tao ra tir céc tién trinh du
an. Moi quan h¢ gitta hién trang va céc tién trinh duoc minh hoa trong hinh 1.2.7. W, la
trang thdi khoi dong ciia du 4n (khi du dn bat dau), P, P,, P3 1a céc tién trinh duoc tién hanh
¢ thoi diém Ty, T,,Ts dé bién doi W, thanh cic trang thai mi W,, W3, W, twong tng (hinh
L2.7). Néu W, 1a trang thdi lam thoa man muc ti€u cua dy dn thi ddy la trang thdi mong
muon cua duy an, va su khac biét gura W, (mong mubn cb) voi Wi (thuc té da co) Ia thay 601
can thiét ma céc tién trinh tao ra dé du dn dat dugc muyc ti€u. Nhu vay, du 4n gom nhiéu tién
trinh timg budc tao ra cic thay doi can thiét dé thoa man dan muc tiéu cua né.

Néu sy thay d6i duoc tao ra tir tién trinh ding theo dy kién, tién trinh duoc xem 12 binh
thuong. Néu nhiing thay d6i nay nam ngoai du kién thi dy 4n dd c6 rui ro. Rui ro 12 nhiing
bién cb nay sinh c6 thé _gay anh huong xau dén dy 4n. Tat ca cac du 4n déu c6 rui ro va ciing
khong can phai tranh tat ca cdc rui ro, vi cdc dy 4n duoc cho 1a ¢6 nhiéu rui ro thi loi nhuan
thu duoc (néu tranh dugc cdc anh hudng ciia céc rui ro nay) sé 16n. Pidu nay c6 nghia la céc
nha quan 1y chi quan tdm 1am cho rui ro khong gy tc hai dén dy 4n (va to chic), chu
khong tim céch loai trir riii ro. Rui ro xuét X tir 2 nguyén nhan chinh:

= Ciéc bién cd khach quan c6 thé gdy hai cho dy 4n. Vi du: tién bi mat gid do lam phat.
= Céc udc lugng sai doi véi cac cong viéc cua du an. Vi du: udc lugng sai chi phi hodc
thoi gian thuc hién du an, dan dén két qua la ngudn lyc khong da, du 4n bi ngung hoac
tré han.
Vi vdy, cic tién trinh quan 1y 13 rat can thiét dé gidp cho dy 4n tranh dugc céc anh hudng
cua rui ro.
2.3.2 Cic tién trinh quan Iy du an

Céc tién trinh quan 1y du 4n duoc xép vao 5 nhém, va duge minh hoa nhu trén hinh 1.2.8
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Planning
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» processes

Controlling
processes

Closing

Hinh 1.2.8 processes

1. Nhém céc tién trinh khoi dong (Initiating processes): gom céc tién trinh khoi tao moi
truong cho du an hoac cic giai doan cua du an, nhu : chuan bj nhan luc, thiét 1ap céac
quan h¢, phuong phép lién lac, cac thu tuc quan ly, ...

2. Nhém céc tién trinh hoach dinh (Planning processes): gdm céc tién trinh dinh nghia céc
muc ti€u va cac ké hoach hanh dong (chinh, hd trg va ing ctru) cho du 4n (PLAN).

3. Nhém céc tién trinh thuc thi (Executing processes): gdm cdc tién trinh lién két ngudn
luc dé thuc thi cic ké hoach (DO)

4. Nhém cdc tién trinh diéu khién (Controlling processes): gdm céc tién trinh giam st, do
ludng tién do du 4n (CHECK) dé xdc dinh cdc hanh dong diéu khién phit hop (ACT).

5. Nhém cdc tién trinh két thiic (Closing processes): gdm cc tién trinh két thic cho du 4n
nhu chuyén giao két qua, chim dut cac hop dong va ddnh gia tong két.

Cic tién trinh lién két v6i nhau bang inputs va outputs; outputs cia mot tién trinh s& l1a
inputs cila mot hodc mdt vai tién trinh khdc. Vi du: cdc tién trinh hoach dinh tao ra cdc ké
hoach (12 dau vao) cho céc tién trinh thyc thi va khi thue thi xong, két qua dugc danh gia va
ce’}c yéu cu thay ddi, hiéu chinh s& 1a dau vao cho céc tién trinh hoach dinh dé cap nhat lai
ké hoach.

Céc giai doan (phases / stages) va chu ky song ciia dw an (Project Life Cycle)
g | |
:% Giai doan : Giai doan i Giai doan
= Khoi dong ! Thyc hién : Két thic
g i e
= : '
a, i
g= i Céc chuyén giao
N = —

O o)
Piém bat dau Piém két thic
Hinh 1.2.9

Mot chu ky song cua dy dn thudng duoc chia thanh nhiéu giai doan, mdi giai doan s& gom
mot s tién trinh ¢6 muc dich gidng nhau, vd: giai doan khoi dong, giai doan thyc hién, giai
doan két thiic. Viéc phan chia giai doan khong phu thudc vao nhém cdc tién trinh quan 1y, va
hon nita, cdc nhém tién trinh quan 1y thuong dugc lap lai & nhiéu giai doan cia dy 4n. Trong
mot giai doan, cdc nhém tién trinh ciing ¢6 thé chdng 1én nhau nhu trong hinh 1.2.10
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Hinh 1.2.10

Moi giai doan dugce danh dau bang mot hodc vai két qua chuyén giao. Mot két qua chuyén
giao 12 mot san pham da hoan tat va kiém chimg duoc, nhu ban bio cdo nghién ctru kha thi,
ban thiét ké san pham hodc 1 miu thir (prototype). Su két thic 1 giai doan duoc ddnh diu
bang su xem xét ca két qua chuyén giao 1an hiéu qua thuc thi cia céc tién trinh dé:

= Quyét dinh liéu du 4n c6 tiép tuc sang giai doan ké hay khong. Sy xem xét nay nham
phat hién céc thay doi trong n6i by (vd: khong du nguén lyc), hodc cic thay d6i tir bén
ngoai (vd: du an khong con can thiét ntra), 1am cho dy an khong thé tlep tuc.

*  Phét hién va sira 16 kip thoi. Viéc stra 161 bao ham ca cai tién vé san pham dd hoach dinh
14n stra cc khuyét tat cua san phém. Phét hién va stra 16i cho san phém dugc thuc hién
trong sudt du 4n, dé nham khic phuc cdc khuyét tt cia san pham cang sém thi chi phi
sira cang thap.

Cac tac nhan trong du an (stakeholders)

Stakeholders 1a nhiing nguoi c6 gitt mot hoac mot vai vai tro ddi voi du 4n, ho ¢6 nhitng anh
huodng nhat dinh dén su thanh cong hodc that bai cua du an.

» Nguoi quan ly du an: 1a nguoi chiu trach nhiém quén ly du an.

= (Cic thanh vién dy 4n. Vi du: trong du 4n phét trién phan mém thi d6 1a nguoi phan tich
vién, thiét ké vién, 1ap trinh vién, kiém thir vién.

= Khiach hang: 13 ngudi hodc to chirc “mua” san phim cia dy 4n dé s dung. Dai dién phia
khach hang 1 nhitng ngudi sir dung va ngudi ky hop dong lam duy 4n.

= Chinh phii 12 cdc co quan nha nuéc kiém soat hanh chinh vé céc hoat dong cua du an.

Cic mong mudn cia céc khach hang hodc cdc nha tai trg s& 1a cdc yéu cau cho du dn. Tuy

nhién cidc mong muén nay thuong gy nhidu mau thuan véi nhau do cdc quan diém cd nhan

khac nhau, can phai duoc dan xép thoa ddng. Quan 1y tot céc yéu cau cta du 4n la cong viée

bat budc phai lam dé dy 4n thanh cong.

Cic yéu té anh hwomg dén dy 4n

2.6.1 To chirc thiét 1ap du an

Hinh A: T6 chtic thuc hién du dn theo cdch hop téc giita cdc phong chiic ning. Céc cong viée
ctia du 4n duoc mdi ngudi trudng phong nhén thic (timg phan, theo chuyén mén “chirc ning”)
va cong viéc dugc phan cdng cho (mot hodc vai) nhan vién cuia phong thyc hién. Pay 1a md hinh
“cong tac” gilta cac b phan trong t6 chirc, va khé tap trung duoc nguén Iuc thuc hién muc tiéu
cua dy an.

Hinh B: T6 chirc thuc hién dy dn theo cdc thanh 1&p nhém dy an ding dau 1a truong dy an/nguoi
quan 1y du an (chiu trach nhiém cao nhat vé cic hoat dong ctia dy 4n), moi cd nhan s€ phuc vu
toan thoi gian cho dy dn ma nguoi dé tham gia va chiu trach nhiém véi truong du dn. Pay 1a md



hinh tét dé quan ly tron ven tat ca cdc hoat dong cua dy 4n, nhung lai khong on dinh vé mat td

chue (vi khi du 4n két thdc, nhitng thanh vién can phai dugc bo tri cong viéc khac dé tiép tuc lam

viéc vdi cong ty)

Hinh C: Céc dy 4n va céu tric chic nang cua td chtrc dugc thanh 18p can dbi, ¢6 hd tro nhau.
Project Coordination

Y ______

N\
I’ Functional Functional Functional \I
l\ manager manager manager /J

Staff Staff Staff
Staff Staff Staff
Staff Staff Staff

Hinh 1.2.11 (A) Functional organization

Project Coordination

/ AN

Project \ Project Project
manager manager manager

| |
! |
| |
I |
| Staff I Staff Staff
I |
| Staff i Staff Staff
|
|
| Staff ) Staff Staff
. p

—_——— - -

Hinh 1.2.11 (B) Projectized organization

Functional Functional Functional
manager manager manager

Staff Staff Staff
Staff Staff Staff
P — T\
| Proj. Manager Staff Staff |
\ /

e -

Project Coordination

Hinh 1.2.11 (C) Balanced matric
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2.6.2 MGoi truomg kinh té xa hoi
= Chuan (standard) va quy tic (regulation)
o Chuén: 1 ndi dung duoc cong nhan phd bién qua tai liéu chinh thirc déc ta cho né.
v’ C6 t6 chitc viét ra ti liéu. Vd: ISO, ITUT.,...
v" Pugc cong nhan phd bién do tinh hitu dung ciia chuan.
o Quy tic: 12 mot ndi dung quy dinh bang van ban phai tuan thi
v Mang tinh ménh énh do 1 t6 chirc ban hanh.
= Sy toan cdu hoa: cic tlen trinh dugc thuc hién ngay cang gidng nhau trén thé gidi.
= Ban sic van héa: céc tién trinh dy 4n phai phti hop v6i nén vin héa cua dia phuong noi
céc stakeholder 6.

2.7 Céc ky ning cén thiét cha nguoi quan 1y du 4n
1. Lanh dao

*= Lanh dao va quan ly phai song hanh

= Vachra duorng 16i thyc hién: chi ra vién canh trong tuong lai va chién lugc thuc hién dé
dat dugc vién canh do.

= Luya chon nguoi phu hop: dé c6 su hop tac thuc hién vién canh

=  DPdng vién, khich I¢: giip moi nguoi ty nd luc vuot qua céc trd ngai trong cong tac

2. Giao tiép
= Tao thong diép rd rang, khong t6i nghia, va hoan chinh dé ngudi nghe hiéu o
» Nguoi nghe phai bao dam rang thong di€p dugc hi€u tron ven va chinh xac
» Cdc ndi dung giao ti€p phai ding doi twong va phu hop ngit canh
3. Pam phdn: dé dat duoc sy théa thuan hop 1y d6i véi
= Ciéc thay d6i vé pham vi, chi phi hoic ké hoach.
= (Céc dieu khoan va di€u kién thoa thuan.
=  Ngudn lyc.
= Trach nhi€ém cac bén.
4. Gidi quyét van dé
=  Xdc dinh van dé: k¥ nang phan tich hién tuong va van dé.
= Ra quyét dinh va thuc thi quyét dinh ding lic
5. Tdc dong dén 16 chirc dé thiic ddy cong viéc
= Hiéu cau triic cua to chure
= Hiéu co ché phan bo quyen hanh
= Hiéu cdc quan hé thudc t6 chirc

11



Phén II: CAC LINH VU'C KIEN THUC PE QUAN LY DU AN

1 Cac linh vue kién thire trong quan 1y du 4n
1.1 Khai niém
Dé gidp cho du 4n c6 thé t6 chirc nhan luc
¢6 trinh do chuyén moén phu hop voi yéu

ciu ctia dy 4n, kién thirc nén trg gitp quan
ly du 4n dugc phan thanh 9 linh vyc gom:

Integration

1) Quan Iy chat luong

2) Quéan 1y pham vi

3) Quan 1y chi phi

4) Quan ly thoi gian

5) Quan 1y nhan lyc

6) Quan 1y thong tin lién lac
7) Quan 1y mua sim

8) Quan ly rui ro

9) Quan ly tong thé

Hinh II.1.1 phéc thao mdi quan hé giita cic
linh vuc kién thirc nay. Muc tiéu ctia dy 4n
1a dé tao ra san phdm lam thoa man tat ca -
céc yéu cAu dbi v6i du 4n, nén Chat lwgng Hinh I1.1.1 Cdc linh vuc kién thirc QLDA
12 nén tang cho tat ca céc linh vyc kién thirc khic.

Trong tai liéu ISO 9000, chét luong dugc dinh nghia 12 “su thoa man (cla nhing nguoi st
dung san pham) vé nhing gi da dugc cam két (ctia nhing nguoi tao ra san pham)”. Sy cam
két khong chi tir du 4n dbi véi khach hang, ma con & mdi cd nhan tham gia dy 4n, qua hanh
dong thuc hién nhitng cam két ctia chinh c4 nhan d6, dugc thé hién trén 3 ndi dung:

1. Két qua cua cong viéc, 12 nhitng mo ta chi tiét vé cic san pham s& duoc chuyén giao va
céc cdng viéc can lam (ké ca nhitng viéc s€ khong lam) nham bao dam cho trdch nhiém
cam két dugc gidi han, va c6 thé thyc hién duoc cam két mot cach tron ven.

2. Thoi han dé chuyén giao san pham phu hop v6i kha nang thyc hién cong viéc va mong
mudn cua nguoi thu hudng két qua, vi cong viéc nao ciing can thoi gian dé thuc hién
va yéu cau nao ciing can dap ing cang sém cang tot.

3. Chi phi hop ly dé thuc hién cong viéc, do ngudi thu hudng tra cho nguoi thuc hién.

Vi vdy, chit luong dua trén Pham vi (bao gdm pham vi san pham va pham vi cdc cong
viéc dugc cam ket thuc hién), Thoi gian va Chi phi; vi 3 yéu to nay thé hién két qua cua
viéc st dung ngudn lyc (Tién trinh, Muc 1.1.3).

Khi thyc hién du 4n, nguén Nhan lwe 13 nhéan t6 quan trong nhat can phai quan 1y, va sy
thanh cong ctia du dn phu thudc rat nhiéu vao céc tdc dong tich cuc cua nhiéu cd nhan dbi
voi du an (Stakeholders, Muc 1.2.5) do d6 cac cam Kkét phéi dua trén sy dam phdan, thoa
thuan hop 1y qua cdch quan 1y cic Hop dong mua sim (Procurement Management).

Vi con ngudi giit vai trd quyét dinh trong dy 4n nén céc hoat dong ciia du 4n déu phai duoc
phan 4nh diing va day du (trang thdi hién thoi, muc tiéu va cic thay doi, Muc 1.2.3.1) qua
cdc Kénh thong tin lién lac nham tao ra sy hop téc giita cic tic nhan tich cuc dé giai
quyét cdc bai todn (Giai quyét van d&, muc 1.2.2).
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1.2

Rui ro 1a yéu t6 ludn ludn c6 thé xdy ra lam thay doi céc tién trinh da hoach dinh nhu tré
han, san pham khong dat yéu cau, hodc lam chi so voi dy kién. Do d6, Quén ly rii ro
trong du 4n la rat can thiét d¢ ngan ngura cac tac hai do rui ro gy ra doi voi du an.

Quan Iy tong thé cho du 4n phéc thao buc tranh tong quat lién két muc tiéu, yéu ciu (hodc
cam két), phuong phdp thuc hién, to chtic ngudn lyc va cdc hoat dong xir 1y riii ro cho du
an, la nhiing hoach dinh va ké hoach téng quat dé kiém sodt cua du dn. Céc hoat dong quan
1y chi tiét (phan cong cong viée, giai quyét tinh hudng, cap phat kinh phi,...) ctia du 4n déu
dya trén tai liéu quan 1y tong thé nay (goi 1a Baseline Project Plan).

Kién thirc quan 1y du 4n duoc chia thanh 9 linh vuc dé nghién ctru sdu hon, dong thdi 9
linh vuc kién thuc nay dugc dung lam co s& khoa hoc dé thiét lap cac tién trinh quan 1y
trong 5 nhém tién trinh quan 1y co ban. Céc tién trinh quan 1y nay dugc xay dung dua trén
cic phuong phap chuan (vd: WBS, PERT,..),va dugc mé ta trong tai litcu PMBOK nhu 1a
cac tién trinh chuén:

1. Inputs: GOm céc thong tin, tai liéu,... can thiét cho tién trinh.

2. Outputs: Gom cic tai liéu tao ra tir tién trinh, dé 4p dung tryc tiép 1én cdc tién trinh tao
san phém (Vd:Lap ké hoach thuc hién) hodc 1am dau vao cho céc tién trinh quan ly
khéc (Vd: Baseline Project Plan)

3. Tools and Techniques: Gom cic phuong phdp, ki thuat phd bién “Best Practices” ma
néu dugc dp dung thi xdc sudt thanh cong cua dy dn s€ cao. Néu dy 4n khong c6 cdc
phuong tién va k¥ thuat dé thyc hién, dy 4n van c6 thé thanh cong, nhung voi xéc sudt
rtii ro (that bai) cao.

Nguyén Iy WHH (Barry Boehm, “Anchoring the Software Process”, 1996)

Barry Boehm dua ra 7 nguyén tic sau ddy dé lam don gian bot do phuc tap cua du dn,
dong thoi tap trung nguon luc cho cac hoat dong can thict nhat.

(1) “Why is the system being developed ?” (tai sao phai 1am ra h¢ thong) Cau hoi nay gidp
cho nguoi quan 1y dy 4n xac dinh dugc chinh xdc muc dich cta dy an trong sudt qua trinh
thyc hién.

(2) “What will be done ?” (diéu gi can 1am). Xdc dinh chinh x4c nhimg gi tht sy cn thiét
phai 1am dé tranh lang phi nguon luc cua du an.

(3) “By When ?” (lam khi nao). Cac cong viéc cua dy 4n can phai duoc sép xép vao mot ké
hoach thyc hién ¢6 trinh ty, dé bao dam rang khi bat dau thyc hién bat ky cong viéc gi thi
tat ca moi thir can thiét cho cong viéc déu da c6 san hodc da dugc chuan bi xong. Ngoai ra,
mdi cong viéc deu g6p phan tao ra chuyen giao cua du 4n, va céc chuyén giao nay déu c6
thoi han do d6 tat ca cdc cong viée déu phai c6 thoi gian hoan thanh.

(4) “Who is responsible for a function ?” (ai 1am). Mdi cong viéc déu can cé ngudi chiu
trach nhiém.

(5) “Where are they organizationally located ?” M&i mot két qua cua cong viéc déu can
phai xdc dinh noi nao s& ti€p nhéan.

(6) “How will the job be done technically and manegerially ?” Ngoai kha nang chuyén
mon, tinh chat quan 1y dugc cling 1a yéu to quyet dinh su thanh cdng ctia cong viéc.

(7) “How much of each resource is needed ?” Mbi cong viéc déu can c6 mot muc do
ngudn lyc nhét dinh dé tao ra két qua c6 chét luong nhu mong mudn. O géc do quan 1y du
an, cdc loai ngudn lyc cho dy 4n rat da dang (phwong phdp, phuon tién, nhan lyc, thong
tin, quyén lyc can thiép tir nhirg ngudi quan ly t6 chirc,...) can phai dugc dinh nghia ding
mirc va phdi hop sir dung c6 hidu qua dé tranh lang phi.
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2 Quan Iy tong thé (Project Integration Management)

2.1

Quén 1y tong thé 1a xem xét mot cach tong quét toan b du dn dé quyét dinh noi nao can
dau tu nguon luc, du dodn trude cac van dé quan trong, xu ly trude khi ching gay tic hai,
va dan x&p cdc cong viéc dé dat dugc ket qua tot nhat.

Quaén 1y tong thé bao gdm céc tién trinh can thiét dé dinh nghia va lién két céc tién trinh
quan 1y dy 4n vdi cdc tién trinh tao san pham cta dy 4n, nham bao dam cho cdc ngudn luc
trong du 4n duoc phdi hop v6i nhau mot cach hai hoa, nhat quan. Quan 1y tong thé rat quan
trong vi céc tién trinh ¢6 anh huéng 1an nhau (nhiéu tién trinh phu thudc nhau va ciing chia
s& ngudn luc cia dy 4n) nén su phin bd chi phi, udc tinh thoi gian thyc hién va ngin ngira
riii ro cho du 4n can phai dugc hoach dinh cho hop ly. Mot cich tong quét, ngudi quan 1y
du 4n can phai xac dinh tam quan trong cuia moi tién trinh dé quyét dinh ¢6 can thuc hién
hay khong, ciing nhu xdc dinh mic d6 nd lyc phit hop cho tién trinh dé dat dwoc muc tiéu
trong khi nguén Iyc bi gidi han.

Hinh I1.2.1 thé hién so d6 dong diéu khién céc tién trinh quan 1y tong thé mot du 4n. Pau
vao 1a cdc yéu cau tir nhitng stackholders bén ngoai dy 4n (nha tai trg, khich hang, to
chtc,...) va mdi truong thyc hién dy 4n (tiéu chuan, thu tuc, chinh sich, ngudn thong tin,
ngudn lyc,...). Pau ra la cic san pham / dich vu chuyén giao cho khich hang hoic t6 chirc
thu huong. Céc tién trinh quan 1y thé hién cdc phan viéc quan trong nhat ctia dy 4n, 12 thiét
1ap va quan 1y Project Charter, Baseline Project Plan, thuc thi — gidm sat — diéu khién dy

an, kiém sodt céac thay ddi va két thic du an.
T6 chur,
N stakeholders
Moi truong

Projecthharter Thay d6i yéu ciu
A

Yéu cau

B 4p ké hoach | Thay déi [@ Kiém so4t

Téng thé (BPP) | ké hoach
.

© 4p ké hoach
chi tiét

Q.Ly Chat lugng BaselinelProject Plan Cai ue

Q.Ly Pham vi phong ngtra
QLy Thoi gian @ Thyc hién © Gigm st &
Q.Ly Chi phi BPP diéu khién

Q.Ly Nhan lyc N
Céc chyyén giao
A

o ,
Keét thic
du an

G

g

Hinh I1.2.1 Dong cong viéc quan 1y tong thé

Tién trinh khéi dong dw dn (Project Initiation) - La tién trinh lién két cdc ngudn lyuc tir bén
ngoai véi bén trong du an dé ho trg cho cac hoat dong ctia du 4n, bao gdm xdac 1ap quyén
han va trach nhiém cho truéng du 4n, cap ngudn lyc can thieét cho du an va thiét 1ap moi
truong cho dy an.

Inputs

Thong tin vé to chirc: 1a céc tai li€éu mo ta to churc; cau tric to chitc — chic nang, nhiém vy,
linh vuc hoat ddng (vd: thi truong), cdc muc ti€u va chién lugc phat trién cua t6 chuc. Cac
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thong tin nay thé hién moi truong hoat dong va chién lugc phat trién cia t6 chiic ma du an
1a mdt phan cua chién lugc nay.

Chinh sdch ciia té chire: gdm chinh sach chat luong, chinh sich quan 1y ngudn luc (nhan
luc, vat tu, tai liéu k¥ thudt, tai chinh,...), va cdc ti€u chuan danh gid xét duyét du an. Cac
tai liéu nay thé hién nhiing tiéu chuan bat budc phai tuan tha khi tham gia cac hoat dong
cua to chtrc.

Co 56 ha tang ciia t6 chitc: gdm céc phuong tién lam viéc, va hé théng thong tin quan 1y
Nguo”h nhén luc hién tai: sd lugng va trinh d¢ chuyén mon cho mdi chtrc danh cong viéc

Cdc yéu cau doi voi dy dn, thé hién mong muon cua td chirc doi véi cac hoat dong (tién
trinh) va két qua (san pham) cua du 4n, ké ca nhitng rang budc trén cic tién trinh.

Outputs

Project Charter: 1a tai 1iéu mang tinh chét phép ly cao dung dé khang dinh sy phé chuan
chinh thic cho nguoi truong du dn duoc quyén str dung ngudn luc da cap dé 1am thoa man
cic yéu cau dbi v6i du dn. Noi ban hanh tai liéu la mot to chire (mot cong ty, hay co quan
cua chinh phu) thanh 1ap ra du én, 1a noi cung cap cdc ngudn lyc can thiét cho dy 4n dé
giai quyét mot hodc mot sd yéu cau nhur:

Yéu cau cua thi truong vé mot san phém dic thi, Vd: San xuit thudc Tamin-flu.
Yéu ciu cai tién bo mdy cua t6 chirc hodc ciia chinh phii, Vd: Dy dn 112.

Yéu cau sir dung uu thé tir cong nghé méi, Vd: e-Banking tai Viét Nam.

Nhu ciu tir x4 hoi, vd: Cung cdp nude sach cho ngudi dan.

Noi dung cta Project Charter 1a trinh bay rd rang cic ndi dung sau:

1 Cdc yéu diém cua t6 chirc, hgu qua va co hgi dé cai tien. Noi dung nay la phan phan
tich tong quat dé dua dén muc ti€u cua dy an.

2 Muc tiéu ciia di dn. Muc tiéu cua dy 4n 1a dé giai quyét tat ca hodc mot phan khuyét
diem (hodc co hdi cai tién) cho t6 chiic; muc tiéu ctiia du dn phai lién két véi muc ti€u
cua to chuc thong qua chién lugc phat trién cuia td chuec.

3  Cdc yéu cau doi véi dir dn, thé hién céc doi hoi ddi véi du 4n phat sinh tr myc tiéu ctia
du 4n ma du dn phai dap Gng day du thi mdi dugce cho la dat dugc muc tiéu.

4 So lwgc vé phwong phdp thuc hién dw dn dé dat dwoc muc tiéu ciia di dn. bao gdbm
cich giai quyét cdc yéu cau va trinh ty cdc budce thyuc hién (tong quat).

5 Cdc gia dinh (assumptions) va phu thugc (dependencies) tir phuwong phdp da néu &
trén. Gid dinh: 1a gia thiét vé nhing tinh huong s& xdy ra trong twong lai (thuc té c6
thé khéc vai gia dinh), dung lam tién dé dé 1ap ké hoach cho du 4n, vi du: cho gia dau
thé gidi 1a 6n dinh & muc 60$/thing dé tinh kinh phi mua nhién liéu. Phy thudc: 1a
nhitng gi ma dy dn can nhung lai khong du kha nang dé tu giai quyét, phia to chic can
trg gitip cho dy dn, nhu chudn bi nhan chuyén giao tir du 4n.

6 Cdc chuyén giao (deliverables) va cdc méc ddnh gid (milestones). Chuyén giao: 1a
nhitng san pham, dich vu tao ra tir du dn dé chuyén cho t6 chirc sir dung. Méc ddnh
gid: 12 mot noi dung ddnh gia két qua cta du d4n & mot thoi diém xdc dinh trude, dé
quyét dinh dy 4n c¢6 dugc thuc hién tiép hay khong, va sé tiép tuc 1am nhing gi.

Loi ich ciia dw dn, va kinh phi can thiét dé thuwc hién dw dn.
Noi cdp phdt nguén luwc cho di dn (kinh phi, nhan luc, phuong tién...)

Nguoi quan Iy dw dn, cdc vai tro va trdach nhiém cua Stakeholders doi voi dy dn.
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2.2

Project Work Book: 13 ho so tai liéu chtra cdc luu d6, biéu do, dic ta cac phuong phép thuc
hién du 4n, d€ quy dinh hodc hudng dan cho cic hoat dong ctia du an.

Moi trwong ciia dw dn: gdm céc quan hé gitta dy 4n v6i nhitng stakeholders, chinh séch
quan ly va cich to chtic luu trii va phan phoi thdng tin/tai li€u cua du an.

Tools and Techniques

Thiét ldp nhém khéi dong dw dn, gdbm nhimg "key persons" 12 nhitng nguoi s& cong tic lau
dai trong du dn. Vai trd ciia moi nguoi trong nhém dugc phan cong tir trudng du an (cac
thanh vién ctia du 4n) hodc tir t6 chirc (cac stakeholders ho trg cho du an, vd: users).

Thiét lip quan hé giska dy d dn voi 16 chire dya trén céc quan h¢ dén  ting cd nhén dugc phan
cong chinh thirc tir phia t6 chic va truong du 4n. Sy hiéu biét 13n nhau giita t6 chic va
nhém du an vé cong viéc va trach nhiém cua cdc tic nhan (stakeholders) s€ tao ra su tin
tudng va hop téc tich cuc tir 2 phia trong sudt qud trinh thuc hién dy 4n.

Thiét ldp ké hoach khoi dong: phic thao so luge ké hoach thuc hién cho nhém nhu thu
thap, phén tich, h¢ thong héa cdc thong tin; dinh nghia cic moc dénh gid (milestones), céc
chuyén giao (deliverables), va lap lich hop dinh ky cho céc bén tham gia.

Thiét ldp cdc thii tuc quan ¥, gdm phuong thirc lién lac, bdo cdo, phan cong, va giai quyét
tinh hudng phat sinh khi tién hanh dy n; c4c ndi dung géi/nhan quy dinh cho noi phat sinh
/moi nhan trén kénh thong tin phu hop (hinh thirc hodc phi hinh thic), thuc hién dinh ky
hay dot xuat. Day 1a nhitng quy tic quan 1y co ban dé kiém sodt dién bién cua du 4n.

Thiét ldp cdc tai liéu quan Iy di dn, bao gdm trinh duyét Project Charter, phat hanh Project
Work Book, trang bi cic cdng cu / phuong tién (may tinh, noi lam viéc,...), chi dinh noi
luu trit hodc tham khao tai lidu cho tat ca cdc thanh vién cta du 4n, thiét 1ap hé thong thong
tin trong ndi by va gitra du 4n v4i bén ngoai.

Tién trinh lip ké hoach qudn 1y dw dn — lap tai liéu vé cdc hoat dong can thiét dé dinh
nghia, sira doi, tich hop, va phdi hop tat ca cic ké hoach quan 1y chi tiét vao trong ké hoach
quan 1y dy dn (Baseline Project Plan). Ké hoach nay dinh nghia dy dn s& dugc thuc thi,
gidm sat, va diéu khién nhu thé nao dé thuc hién cédc yéu cau, ké ca cic yéu cau thay doi.

Inputs

Project Charter, cac thong tin veé to chtic, chinh sich, co s¢ ha tang, ngudn nhan luc va cac
ké hoach cua t6 churc.

Outputs

Baseline Project Plan (BPP) c6 khudn mau (template) nhu sau:

KE HOACH QUAN LY DU AN (BPP)

I. Phan gidi thiéu

Gom cdc mo ta tong quét vé muc tiéu, phuong phdp, danh gid kha thi, céc ké hoach
quan ly va cac thay d6i quan trong ctia BPP ké tir khi n6 duogc 14p ra.

II. Phéan mé td gidi phdp
A. Néu 2 hodc 3 phuong an kha thi dé dat muc tiéu.
B. Néu giai phap dugc chon (thoa mén cic yéu ciu néu trong Project Charter)
C. Pic ta chi tiét vé san phém/dich vu s€ dugc tao ra tur gidi phap

D. M5 hinh (tiép can) ciia dy 4n dé thuc hién giai phdp
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II1. Phin ddnh gid khd thi

A. Kinh té — Phan tich 1oi ich va chi phi cua du 4n

B. K¥ thuat cong nghé — Phén tich khé khan va riii ro vé k¥ thuat, cach khac phuc
C. Van hanh — Phan tich kha nang dp dung du an cho cic hoat dong cta td chirc

D. Phép 1y — Phan tich cdc riii ro vé mat phdp 1y hodc phit sinh tir cic hop dong

E. Chinh trj — Phan tich anh hudng tir céc quan diém chinh tri ctia stakeholders

F. Nguén luc va thoi han — Phac thao thoi gian thuc hién dya trén nguén Iuc hién c6

IV. Cdc ké hoach qudn Iy chi tiét

(Tham khao dén) Project Charter

Ké hoach thyc hién BPP

Ké hoach giam sat, diéu khién viéc thuc thi BPP
K¢é hoach kiém sodt thay doi

Ké hoach két thiic dy 4n

(Tham khao dén) Ké hoach quan ly pham vi
(Tham khao dén) Ké hoach quan Iy chi phi

.. (day 1a nhitg ké hoach quan 1y chi tiét dya trén céc linh vyc kién thirc quan 1y)

Tools and Techniques

Chon mé hinh tiép cdn cho du dn

(a)

Mb hinh thdc dé: toan bd du 4n duge thuc hién tuan tyu qua cdc giai doan chinh: phan
tich bai toan, thiét ké giai phap, thuc hién tao san pham va bao tri cai tién san phém
thé hién trong hinh 2.2. Phan tich 1a chi ra dy dn phai giai quyet nhing van dé gi,
bang cach phan ra bai toan 16n thanh céc bai todn nho hon dé c6 giai phdp thyc hién.
Thiét ké 1a chi ra céc bai toan s& duoc giai quyét bang cich nao. Phén tich 13n thiét ké
déu 1a cdc qua trinh suy dién luan 1y nham tao ra y tuong thiét ké cho san pham. Cai
dat 12 thuc hién cdc y tuong thiét ké dé tao ra san pham thyc té cho du dn. Bdo tri 1a
hoat dong diéu chinh lai nhitng khiém khuyét ctia san pham cho phit hop véi yéu cau.

Phan tich F_::::::::::“______—___:__—___:____:__________________:__—_‘ﬂl
l 2. g
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Pac diem

Giai doan trudc 12 co s& dé thuc hién cho giai doan sau. Néu két qua thuc hién ¢ céc
giai doan trudc khong hoan chinh thi két qua & giai doan sau chac chan s& bi khiém
khuyét (“lanh hau qua™), va phai quay 1én dé 1am lai (rework). Nhu véy giai doan sau
phu thudc rat nhiéu vao két qua chuyén giao tir giai doan trudc. Do d6 m6 hinh nay
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(b)

(c)

doi hoi phai lam diing ngay tir dau, bang cdch kiém tra va sira 16i sém ngay trong mdi
giai doan.

Moi giai doan bao gém mot tap cic tién trinh xir 1y & mdi linh vyc kién thirc khac
nhau dé tao ra san pham chung. Nhu ' vay sy cong tac dé 1am ra san pham, klem tra va

stra 161 gifta cdc chuyén vién c6 kién thirc chuyén mén khic nhau 1a yéu t6 quyét
dinh sy thanh cong cua du an.

Mé hinh tang dan: diy 12 mot cai tién ciia mo hinh thac do, bang cédch chia san pham
ctia dy 4n thanh nhiéu phan nho twong d6i doc 1ap nhau, va dp dung mo hinh thac d6
dé thyc hién timg phan nhu minh hoa trén hinh 2.3. Nho vay do phiic tap trong timg
chudi tién trinh dugc gidm bot, va cling dé phan bd nguén Iuc thuc hién du 4n.

@ [ Phan tich]z,‘[ Thiétké || caiast || Baotn ]
J 1 J
j,[Phﬁn tich}_: Thiét ké }_: Cai dit ]

Phin 3 )| Phan tich )L, [ Thiét ké ]

\ \

Hinh I1.2.3 M6 hinh tang dan (Incremental Model)

Mé hinh lam mau thir (Prototyping Model): La m6 hinh st dung mau thir (¢ tryc
quan”) dé dinh hudng cho cic tlen trinh tinh chinh san pham Céc tién trinh tao mau
dugc lap di lap lai, bién yéu cau thanh dang sén pham demo (mau thr) dé nguoi st
dung kiém tra, cho dén khi mau thir théa min dugc tit ca céc yéu cau thi né dugc
ding 1am san pham chinh thirc ctia dy 4n.

Xacdinh ) Yéucdu [  Phat trién |
bai toan )| | MAu thir

Mau thu

(Users) (Project members)

Chinh stra

Cai tién
mau thw

Kiém tra I~
"~

\

Phién ban madi

Y

-

Ap dung ] Yéu cau méi

\

Hinh 11.2.4 M5 hinh lam mau thir (Prototype model)

Ddc diem:

Mo hinh nay khadc véi mé hinh thic nudc 1a cdc qué trinh phan tich, thiét ké déu
khong dugc thyc hién thanh cédc giai doan c¢6 chuyén giao. Qud trinh phat trién tir
mau thir thanh san pham dya trén chu ky sua mau — kiém tra. Nhém dy 4n khong
doéng vai tro quyet dinh toan bé cau tric cua san pham, ho chi tao ra cic 101 giai cho
cdc yéu cau chi tiét ciia ngudi sir dung va tich hop chung vao trong mau thir. Nhu
vdy, mac du phuong phdp nay co thé tao ra san pham rat nhanh, nhung n6 chi giai
quyét duoc nhiing van dé gl co thé dlen ta tryc quan trén mau thir (khong qua phan
tich, thiét k&), nén khong thé giai quyét duge cic van dé cé tinh hé thong (xur Iy bén
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trong): Néu c¢6 nhiéu ngudi st dung c6 quan diém khac nhau vé san pham thi mo
hinh nay khong dem lai két qua t6t vi khong xdc dinh duoc y kién nao t6t nhat.

Viée kiém sodt chét lugng ciia san pham hoan toan tryc quan, dugc thyc hién truc
tiép trén mau thtr va do ngudi st dung quyet dinh. Nhu vay chat luong cua san pham
phu thuge rat nhiéu vao trinh d6 am hiéu vé san pham cua ngudi sir dung. San pham
cling rat kho chuyén giao cho ngudi khéc bao tri vi khong 6 tai liéu thiét ké. Tuy
nhién, néu qué trinh dic ta yéu cau cho san pham gip khé khin (do it thoi gian, san
pham qué phuc tap, hodc ngdn ngit bt dong) thi day 1a mo hinh khd phit hop dé xdc
dinh yéu cau.

Tir 2 ddc diém trén, ¢ thé thdy md hinh nay trg gitip déc luc cho viée thu thap va dién dat
cdc yéu cau cho mo hinh thac do.

(d)

Mé hinh RAD (Rapid Application Development) 12 mot md hinh cai tién cua
Prototyping dya trén CASE (Computer Aids System Engineering) tools dé trg gidp
thuc hién phén tich, thiét ke tu dong dé tao ra cc ddc ta phdn tich, thiét ké can thiét
cho san pham va qua do, t6 chirc ¢6 thé thuc hién bao tri san pham lau dai. CASE
tools la céc phan mém ty dong héa hodc trg gitp v&, phan tich mo hinh hé thong va
cung cap phuong tién chuyén doi tir y twong thiét ké thanh san pham thyc.

Paic diém:

(e)

Tu dong hda cac budce thyc hién tao san phém (vd: giam coding cho 13p trinh).

Giam bot cac cong viéc phai lam lai (rework) mot cach thii cong.

Gitip nguoi phat trién hé thong tap trung vao giai quyét bai toan, khong cin quan tim
nhiéu dén céc cong viéc thudce linh vuc cong nghé.

Tro gitip chudn héa céc tién trinh bang cong cu thyuc hién ty dong CASE.

Mé hinh xodn éc (Spiral model). M6 hinh nay trg gidp thyc hién tinh chinh ting
bugce (Chp L1) tir ban chét dén chi tiét; cdc van dé quan trong nhat (1am nen tang)
dugc giai quyét trude & vong bén trong, sau do6 du dn tiép tuc phat trién chi tiét hon &
m01 vong bén ngoai dén khi toan bo cic yéu cau dugc thoa man day du dén murc chi
tiét can thiét. MGi vong 1a 1 giai doan phat trién, dua trén 4 pham vi quan 1y thé hién
trong hinh I1.2.5.

Hoach dinh cho Xac dinh muc
giai doan ke tiéu, phuwong an
va rang budc

Muc tiéu

ap phuony 4n

Engineering

Prototyppi
— Chon giai phap,

Phat trién sin phAm giai quyet rii ro

Hinh I1.2.5 Mb hinh xoén dc

Dac diem:

Muc tiéu (chat lugng) cua dy én duoc hinh thanh chi tiét dan qua tung vong, va cdc
giai phap déu dugc kiém soét rii ro va kiém tra chat lugng san pham trong mdi vong.
Nhu vay md hinh ny c6 tinh kiém soét cao va phit hop véi céc du 4n phirc tap.
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o MJi vong xodn dc c6 thé 1a mot giai doan tiép can theo mo hinh thac d6 c6 sir dung
prototyping dé trg gitip phan tich yéu cau cho giai doan d6. Nhu vay, mo hinh nay
trg gitip ddc luc cho qua trinh tinh chinh (gitp nhan dinh ngay cang ro vé yéu cau, va
tao ra san pham mot cach khoa hoc). Vi s0 lan sta lai mau trong Prototyping khong
xédc dinh, cling nhu sé vong xoay ctia mé hinh xodn dc khong xdc dinh trude, nén
khé hoach dinh: khé xac dinh dugc thoi diém thiét 1ap milestone va chuyén giao.

Ddnh gid, xép hang cdc phirong dn dé chon gidi phdp

VviDU. Cong ty Broadway Entertainment, Inc can thanh 1ap mot dy 4n dé thiét 1ap mot hé
thong phan mém tmg dung “Phan Tich Thi Truong” cho cong ty. Viéc danh gid lya chon
phuong dn dugc thuc hién qua 3 budc sau

(a)  Thiét ldp cdc tiéu chudn dé ddnh gid.

bé chon lya phuong dn t6t nhat thoa man téi da céc yéu cau, cong ty dya trén 3 mong
mudn co ban ddi véi phuong an: Thoi gian thyc hién ngan, Chi phi thip va hé thong phai
¢6 du céc chirc nang can thiét. Céc tiéu chi dé ddnh gi4 lya chon phwong 4n thyc hién dugc
dién ta trén hinh 2.6

Thoi gian thyc hién dy dn dé c6 dugc hé thong trong khoang 6 thang. Coéng ty mong mudn
c¢6 hé thong nay cang som cang tot dé thay thé cho céc tién trinh thu cong hién nay (cham,
va khong chinh xdc). Thoi gian thuc hién du 4n chlem 25% quyét dinh chon phuong an.
Néu thoi gian thyc hién cua mot phuong dn cang ngan thi mtc d6 hai long vé phuong dn
cang cao, va né chiém ti 1¢ t6i da 1a 25% quyét dinh Iya chon cua cong ty.

Chi phi cho dy 4n trong khoang $ 400.000. Néu chi phi cang 16n thi mtc d6 hai long vé
phuong 4n cang thap. Mirc do hai 1ong cao nhat vé chi phi cho dy 4n chiém ti 18 t6i da 1a
25% quyét dinh chon phuong 4n ciia cong ty. Chi phi duoc xem xét trén 2 loai chi phi cu
thé: chi phi mua phan ctng va chi phi mua (hodc phat trién) phan mém, ca hai déu c6 mirc
do quan trong ngang nhau ddi véi mong mudn vé chi phi (mdi céi chiém 50% murc d6 hai
long vé chi phi).

Chirc ning cua phan mém cin phai ¢6 1a (1) Phan khic thi truong cho ting loai san phém
(2) Gidm sdt don dat hang tir khach hang goi dén cong ty, va (3) In canh buém dé tlep thi
san pham. Céc chiic nang cua phan mém gilr vai tro quan trong nhit dbi véi quyét dinh
chon phuong 4n, chiém tong cong 50% quyét dinh chon phuong 4n; trong d6, chirc ning
phan khic thi truong chiém té da 40% muc do hai long vé chirc ning, chirc ning gidm sit
don dit hang va in cdnh buém déu chiém khoang 30% mirc d6 hai 1ong vé chirc ning.

Goal: chon
p.an tot nhat

0.125) e 3

Hinh I1.2.6 CAu tric céc tiéu chuan danh gid
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Cdc node 14 cua cdy la cdc tiéu chu{fln s€ dqu ding dé danh gid lya chon phuong dn, va
muc d6 quan trong cua moi node doi vdi quyét dinh chon phuong dn duoc thé hién bang
con s0 trong ngodc don (0.125 = 0.5 x 0.25).

(b) Xdc dinh cdc phuong dn.

Sau khi phan tich thyuc té, cong ty Broadway Entertainment, Inc da xdc dinh duoc 3
phuong an kha thi thé hién trong bang 2.1

Phuong 4n 1: Thué chuyén vién dé ty thiét ké phat trién toan bo hé thong phin mém. Néu
thanh cong, phin mém s& ddp ung duoc hoan toan cdc quy tic quan 1y cua cong ty.Vi phai
phat trién toan bd hé thdng, chi phi cho phuong dn nay kha cao, va thoi gian thuc hién
cling tuong di lau.

Phwong 4n 3: Mua phan mém dang bdn trén thi truong da c6 sin chic ning Phan khic thi
truong (chirc nang nay hoan toan ddp tmg dugc yéu cau cta cong ty) dé sir dung, vi day 1a
chtic ning quan trong nhét. Viéc in cdnh budm tiép thi va gidm sat don dat hang van c6 thé
thyc hién tha cong (nhung rat cham). Vi 12 mua phan mém thuong mai, nén chi phi kha r&
va thoi gian trién khai ngan.

Phwong an 2: Mua phan mém, sau d6 thué chuyén vién phat trién thém chic ning gidm
sat don dat hang. Pay la phuong 4n trung dung gitta 1 va 3, chi phi khdng cao, thoi gian
khong 1au nhung ciing khong ddp tmg duoc toan bd yéu cau ciia cong ty.

Tiéu chuin danh gia Phuong an 1 Phuong an 2 Phuong an 3
A. Thoi gian
Thoi gian thuc hién du édn 12 thing 6 thang 6 thang
B. Chi phi
Mua phan ciing $ 15.000 $10.000 $ 8.000
Trang bi phan mém $ 500.000 $ 400.000 $ 300.000
C. Chirc nang
Phan khuc thi truong Pap tng tot vi | Mua, ¢6 san Mua, c6 san
Gidm sat don dat hang phat trién toan bo | Phat trién thém | Khong c6
In cdnh buém dé tiép thi Khong c6 Khong cé
Bang 2.1 Cac phuong an kha thi cia cong ty
(c) Ddnh gid xép hang phirong dn.
N < Trong | Phwonganl | Phwong an2 | Phwongéan3
Tiéu chuan £ - ; :
s0 Hang | Piém | Hang | Piém | Hang | Diém
A. Thoi gian
Thoi gian thyc hién 0.25 4 1 10 2.5 10 2.5
B. Chi phi
Mua phan ciing 0.125 6 0.75 8 1 10 1.25
Trang bi phan mém 0.125 2 0.25 8 1 10 1.25
C. Chitrc nang
Phén khuc thi truong 0.20 10 2 10 2 10 2
Gidm sat don hang 0.15 10 1.5 10 2 0 0
In canh buém 0.15 10 1.5 0 0 0 0
Y (A,B,C) 1.0 7.0 8.5 7.0

Bing 2.2 Céc u6c lugng dé dénh gid chon phuong 4n tdi wu cho du 4n thiét 1ap hé thong
“Phan Tich Thi Truong”. Phuong an 2 1a phuong an tot nhat trong 3 phuong an (8.5 diém).
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2.3

Mdi phuong 4n s& dugc nhém dy 4n danh gid mirc do thoa méin yéu cau cho timg tiéu
chuén va thé hién mutc d§ nay trén cot “Hang” bﬁng mot con 6 tr 0 (hoan toan khong thoa
min) dén 10 (hoan toan théa man yéu cau) nhu trong bang 2.2. Piém ctia phuong 4n trén
timg tiéu chuan = Trong s6 * Hang.

Phan tich diém hoa von

(a)

(d)

(e)

Loi ich hitu hinh (Tangible Benefit) la loi ich tir céc chuyén giao c6 thé quy thanh
tién. Loi ich hiru hinh thuong duoc phét sinh déu din trong sudt thoi gian st dung
cic chuyén giao, nhu :

Giam chi phi van hanh cua té chire, giam s lugng san pham hu hong do sai s6t
Tang toc d6 thuc thi, ting kha nang dap tng cho khoi lugng 16n cac yéu cau dich vu.
Mo ra thi trudng méi, tao co hdi kinh doanh cho t6 chire thy hudng, ...

Loi ich vé hinh (Intangible Benefit) 12 1oi ich tir cic chuyén giao khong thé quy thanh
tién, khong do luong dugc, hodc khdng chac chan, nhu :

Tro gitip cho cdc nha quan 1y ra quyét dinh nhanh hon.
Cung cap nhiéu thong tin mai, kip thoi va hitu ich, trg gitp xur 1y thong tin tot hon
Cai tién chat lugng cho cdc ké hoach va chién lugc cua t6 chuc.

Chi phi hitu hinh (Tangible Cost) Ia chi phi lién quan dén cdc chuyén giao ¢6 thé quy
thanh tién, gom chi phi dau tu ban dau va chi phi thuong xuyén.

Chi phi dau tw ban dau (One-time Cost), 1a chi phi tra mét lan cho du 4n hodc mua
thiét bi, vd: mua mdy tinh, phat trién phan mém, huan luyén st dung,..

Chi phi thwong xuyén (Recurring Cost): 12 chi phi tra theo dinh ky va 1au dai dé van
hanh hé théng da duoc chuyén giao, vd: bao tri thiét bi, tra phi thué bao dién thoai,
cép nhat thong tin cho Website,..

Chi phi v6 hinh (Intangible Cost) la cdc loai chi phi lién quan dén cdc chuyén giao
khong thé do ludng bang gi4 tri, hodc khong chic chan, vd: riii ro mat thong tin trén
may tinh, gidn doan dich vu do hé thong bi hu.

Piém hoa vén 1a noi ma téng chi phi va tong lgi nhuan thu duoc tir cic chuyén giao
12 bang nhau.

Loi ich httu hinh
o
e A T .
£ Chi phi hitu hinh
=
DPiém hoa vén
0 1 2 3 4 5 Nam

Hinh I1.2.7 Diém hoa vén 1a diém can bang gitta chi phi va lgi ich.

Tién trinh thuc thi Baseline Project Plan — Thuc thi tat ca cdc cong viéc dugc dinh nghia
trong BPP dé théa mén cic yéu cau doi véi du an.

Inputs
K¢é hoach quan 1y dy 4n (BPP)
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Cdc thu tuc qudn 1y: 1a suu li¢u vé tit ca cdc hoat dong, tuong tic, va cic vai tro va trach
nhi¢m c6 lién quan dén du én.

Thong tin chi net vé nguon lyc ciia duw dn, gdm ciu tric ctia ngudn luc, nang lyc va muc do
san sang ctia nguodn lyc.

Outputs

Céc két qua chuyen giao, céc yéu cau thay doi dbi véi cdc hoat dong va muc tiéu hodc két
quéa cua du 4n; két qua thuc hién cdc thay d6i, chinh stra, phong ngira (duge hoach dinh
trudc d6); thong tin chi tiét vé ngudn lyc, kinh phi di sir dung, chi phi phat sinh.

Thong tin vé mic do hoan tat cong viéc, bao gom:
Tién do thyc hién so v6i ké hoach

Nhiing chuyén giao da hoan tat va chua hoan tat
Céc cong viéc da bat dau va da ket thiic

Miic d6 hoan thanh muc tiéu cua du an

Tools and Techniques

Phan chia di dn thanh cdc cong viéc quan ly dwoc (manageabble tasks). Mot cong vige
quén ly duoc 1a cong viée kiém sodt duoc, phai thoa man tat ca céc yéu ciu sau day:

(a) Pu nho dé c6 thé phan cong cho 1 nguoi thuc hién, bang cach thuong luong hay thoa
thuan (gitta ngudi quan 1y dy 4n va ngudi thyc hién) vé cong viée, dé né dugce cam két
thuc hién.

(b) Biét rd két qua ctia cong viéc, vi két qua ctia cdng viéc phai gép phan lam thoa méan cic
yéu cau cua du an dé dy an dat dugc muc tiéu.

(c) Két qua cia cong viéc ¢ thé do luong duoc. Po luong két qua 1a dé nguoi quan 1y
danh gia dugc mirc d6 thuc hién dy an theo céc ti€u chi quan 1y chat lugng (dua trén
thoi gian, chi phi va pham vi du dn), dé diéu khién cac hoat dong tiep theo.

(d) Biét r5 phuwong phdp hoic ky thuat dé thyc hién cong viéc. Phuong phdp va ky thuat
thuc hién cong viéc phai thoa man cic yéu td kha thi dugc néu trong phan phan tich
kha thi ctia BPP d¢ tranh rui ro do thuc hién sai phuong phdp / k¥ thuat.

(e) Biét o céc rang budc ‘hodc phu thugc gitra cong vi€e voi cac cong viée trude nd va sau
né, dé chu y y gidi quyet céc rang budc nay, bao dam cho cic cong viéc trong chudi tién
trinh dy 4n c6 du diéu kién tién hanh theo diing ké hoach.

Ldap ké hoach thire hién dur dn (schedule) . K& hoach thyc hién du an la sy chi tiét hod céc
ké hoach quan 1y dy 4n dwuoc néu trong phan IV ctia BPP dé cap ngudn luc cua dy dn cho
céc cong viée cta du 4n. Ké hoach nay phai théa mén cic yéu cau sau:

(a) Chi tiét dén timg cong viéc quan 1y duoc.

(b) Céc‘céng viéc cua du an dugc phan cong dén ting cé nhan, dé ho biét o tat ca nhiing
gl can lam cho dy én.

(c) Cac cong viéc phai phtt hop véi tat ca cdc ké hoach quan 1y (chat lugng, thoi gian, chi

phi, ...) dugc néu trong BPP, dé bao dam tinh kha thi ctia du 4n (ngudn luc duoc cap
phat du va kip thoi cho cac cong vige).

(d) Céc phuong phép ddnh gid két qua thyc hién (vd: bdo cdo két qua) duge thiét 1ap cling
v6i ké hoach thyc hién, va dugc 1ap suu lidu dé kiém sodt su tién trién ctia dy 4n.
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2.4 Tién trinh gidm sdt va diéu khién BPP. Gidm sdt (Monitoring) gom thu thap, do luong
thanh qua ciing nhu xu hudng phat trién ciia dy 4n so v6i nhiing gi dd hoach dinh trong
BPP. Piéu khién (Controling) gdm cic hoat dong ngin ngira va stra 16i (Preventive &
Corective actions) cho céac hoat dong cia dy an.

Inputs

K¢& hoach quan 1y dy 4n (BPP) va ké hoach thyc hi¢n dy 4n (schedule); Thong tin vé mirc
do hoan tat cong viéc; Thong tin chi ti€t vé ngudn luc

Outputs

Céc bdo cdo danh gia két qua di dat dugc; du bdo vé céc dién bién ciia du dn trong twong
lai (“héu qua”cua cac hoat dong hién tai).

Khuyén nghi vé nhitng thay doi can thiét:

. Thay d6i pham vi, chi phi, thoi gian va cau triic ciia ngudn luc
e  Nhimg hanh dong khic phyc 16i, céi tién va phong ngira (bai hoc kinh nghiém tir
thuc té)

Tools and Techniques

Phén tich méi quan hé giita cdc tién trinh theo quan diém hé thong

Vong héi tiép 1a chu trinh co ban trong quy trinh quan 1y nhiam cung cdp thong tin cho
nguoi quan 1y dy dn. Vong hoi tiép chtra 3 loai thong tin: quyét dinh (hoach dinh, diéu
khién) tir ngudi quan 1y, thong tin (lién quan dén dy 4n) cho ngudi quan 1y va thong tin/dix
liéu dugc gidm sat hodc do luong tu cac tién trinh cta du 4n va tir moi truong ma dy an
hoat dong, dugc thé hién trong hinh I1.2.8.

Moi truong

Tiéu chuan

Hoach dinh

Hinh I1.2.8 Piéu khién dy 4n dwa trén vong hoi tiép

Pé diéu khién cic tién trinh tao san phém nguoi quan 1y hoach dinh va thi hanh cdc tién
trinh quan ly du 4n dya trén sy so sanh Kkét qua da hodc du kién s& c6 tu cac tién trinh san
Xudt (dau vao, xir 1y, dau ra) véi cdc tiéu chuan (myc tiéu va yéu ciu cua dy 4n). Két qua
cong viéc dugc nhan biét va diéu khién qua hé théng théng tin quan 1y.

Thiét lap hé thong théng tin quan Iy cho dw dn. gdom

(a) Kho dit liéu vé hién trang ngudn luc, cdc thu tuc xir Iy chuan va két qua dat dugc

(b) Cong cu quan ly dong cong viéc (WorkFlow Management), phén tich két qua, dy bdo
hudng phat trién va ho trg ra quyét dinh dé tmg phé véi cdc tinh hudng phat sinh.

(c) Phuong tién dé thong tin (bdo cdo) va ho trg 1am viée nhém: Email, Video Conference
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2.5

2.6

Tién trinh kiém sodt thay doi - Xem xét tat ca céc yéu cau thay doi, chap nhan thay doi, va
diéu khién cic tién trinh tao ra cdc thay ddi can thiét. Kiém soat thay d6i 1a rat can thiét boi
vi dy an it khi thyc hién ding hoan toan theo BPP, do cac thay doi trong ldc thuc hién dy
an va tu phia moi truong bén ngoai dy 4n (Hinh I1.2.8). Do do, BPP va céc chuyén giao
phai dugc theo dai dé ngan ngua cac thay d6i khong mong mudn (s& phit sinh rui ro), bang
céch tir chdi cdc y&ju cau thay ddi, hodc chap nhan thay ddi mot cach c6 kiém sodt dé céc
thay d6i nay dugc tich hgp vao trong BPP.

Inputs

K¢é hoach quan 1y du an BPP; Cdc yéu cau thay doi (tir bén ngoai dy 4n); Khuyén nghi vé
céc hoat dong cai tién, khac phuc, phong ngtra (trong ndi bo duy an).

Outputs

Cdc thay d6i dugc chap nhan (dé ‘cap nhat BPP); Céc yéu ciu thay d6i bi tir chdi; Cac
khuyén nghi thay d6i BPP duoc chap nhan

Tools and Techniques

Phurong phdp kiém sodt cdc yéu cau thay doi.

(a) Xdc dinh cic yéu cau thay ddi 1én dy 4n. Cac thay ddi nay c6 thé tir bén ngoai dy 4n
(stackholders, phia t6 chuc) hoac tir trong ndi bg dy an (cdi tién phuong phap, hodc can
stra sai).

(b) Xdc dinh mirc do can thiét cua céc yéu cau thay doi dé chﬁp nhén hodc tir chdi yéu cau,
nham bdo dam chi cic thay d6i da dugc chap nhén sé dugc tich hgp vao BPP d¢ thuc
hién. Cac yéu cau thay d6i dugc x&p theo thu ty vu tién nhu sau
1. Sira 16i hodc khic phuc khuyét diém ctia san pham so v6i cdc cam két cua dy 4n.
2. Cdi tién phuong phap thuc hi¢n BPP dé giam chi phi, thoi gian hodc sai sot.

3. Thay d6i bd sung thém cdc yéu cau mdi cho du an (tur phia stakeholders.)

(¢) Xdc dinh phuong phap thyc hién cdc thay ddi: chi phi, thoi gian, nhan luc.

(d) Cap nhat cdc thay doi vao trong BPP, phat hanh phién ban méi, va kiém soét céc tién
trinh thuc hién cic thay doi.

Thiét ldp hé théng qudn Iy cdu hinh (Configuration Management System). H¢ théng nay

thuc hién 3 chuc nang:

(a) Nhan thtic dugc cdc yéu cau thay doi doi voi du an, va danh gid mtc do doi hoi cua cac
thay doi 1én baseline ctia du an. Céc thay d6i dugc 1ép tai liéu dé ki€m soat, va duogc
chuyén dén nguoi ¢ trach nhiém xu 1y theo cau tric phan cap quan ly trong du an.

(b) Xdc dinh cdc co hoi dé lién tuc cai tién du 4n béng cich xem xét anh hudng cta cac
thay doi 1€n du an (tich cuc hodc ti€u cuc) dé chap nhan hodc tir chai.

(c) Cung cdp phuong tién dé nhém dy 4n thong bio vé ndi dung thay doi dén cic
stakeholders (k& ca cdc yéu cau thay doi tu phia stackeholder nhung bi tir choi).

Tién trinh két thiic dw dn — Tién trinh niy bao gdm céc hoat dong chuyén giao san pham
va ket thuc tat ca cac ké hoach thuc hién trong BPP (ké cé cic tién trinh da hoan tat hodc bi
ngung, va cic hop dong lién quan dén dy an).

Inputs

K¢é hoach quan 1y dy 4n; Cac hop dong lién quan dén dy 4n; Cic san pham s& chuyén giao
cho t6 chtic; M6i truong cta to chiic

Outputs
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Cdc thii tuc cham dirt hop dong. Céc thu tuc ndy md ta céch giai quyét cac diéu khoan
trong hop dong dé cham dut sy rang budc trach nhiém cta 2 bén, bao gom trach nhiém cua
céc thanh vién trong du én, to churc (khdch hang) va cac stakeholder khéc.

Cdc thii tuc két thiic trdch nhiém ciua dw dn. Thi tuc nay chua cic hoat dong, vai trd va

trach nhiém cua cic thanh vién tham gia thuc hién két thic du an, dé chuyén giao va cai

dat san pham trong mdi truong van hanh cta t6 chic thu hudng, dé:

(a) Khéng dinh cdc thay ddi trén ndi dung yéu ciu va san phém cta du 4n da dugce td chuc
thu hudng biét 6 va chdp nhan.

(b) Xdc nhén dya 4n da thoa man tat ca cdc yéu cdu tir nha ti trg, khach hang, va nhimg
stakeholder khac; san pham cua dy dn va cdc hoat dong keém theo (vd: huan luyén, ho
trg) ciing da dugc cung cip, kiém tra va chip nhén tir phia to chirc thu hudng.

(©) Khéng dinh céc tiéu chudn két thic trach nhiém cho du 4n da dugc thda man.
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3

3.1

Quain Iy chat lwong

N e

Chét luong 12 “muc d6 hai long vé mot tap hop cdc ddc tinh (cua san pham/dich vu tao ra tur
dy 4n) ding dé dép tng céc yéu ciu (ttr phia to chirc/khach hang)”. Nhimg mong mudn
(duoc hodc khong duoc néi ra) la ngudn goc cua cdc yéu cau doi voi dy én. Van dé quan
trong nhat ciia viéc dam bao chat luong 1a chuyén cic mong mubn, ky vong cua cédc
stakeholder thanh céc yéu ciu chinh thirc cho dy 4n. Sy cam két thoa méin céc yéu ciu can
dugc gioi han ¢ muc do, dé gitr can d6i gitra kha ‘nang ddp Ung va nhiing doi hoi, boi vi dé
lam thoa mian mong mudn bang cich gia ting khdi lugng cong viéc qua stic s& lam kiét st
nhém du 4n, khdong kiém sodt dugc 16i va phai lam Iai.

Hé théng quan ly chét lugng dua trén céac ti€u chuin va cdc tha tuc ma ca du 4n 13n to
chtc/khach hang déu phai tudn thi dé bao dam chat lugng cho cac tién trinh va cic san
pham chuyén giao. Quan ly chat lugng bao gdm 3 tién trinh quan ly co ban: hoach dinh chat
lugng, bao dam chat lugng va kiém soat chat lugng.

Hoach dinh chét lweng — Xdc dinh cdc tiéu chudn chat lugng nio c6 lién quan dén du 4n,

va lam thé nao dé théa man céc ti€u chuén nay. Céac yéu cau thay do6i dé€ théa méan cac ti€u

chuan chat lugng ¢6 thé 1am cho dy an phai hi€u chinh lai chi phi hodc ké hoach thuc hién.
Inputs
Maoi trudng cua t6 chirc, gém cic chinh sich chét lwong, myc tiéu chét uong, quy tic thu tuc
Muc tiéu va pham vi thuc hién dy 4n, nguén Iuc du an.
Output
Quality Baseline 1a muc tbi thiéu quy dinh trén cdc muc tiéu chat lugng dé 1am co s& bao
dam chat lugng. Do6i voi dy 4n lam ra san pham la phan mém, chat lugng ctia phdn mém
duoc do luong trén 5 déc tinh: tinh chuén xac, tinh chat bao tri dugc, tinh toan ven hé thong,
tinh hiru dung va d¢ tin cay ciia phan mém.
(a) Correctness: phan mém phai van hanh hodc cung cip gié tri cho users mot cich chinh

xdc. Correctness 1a murc do ma phan mém thuc hién ding cic chiic ning dugc yéu cau.
H¢ s0 do la Defect Removal Efficiency (DRE):
E
E+D

DRE =

Trong do:
E 12 tong sd errors phét hién trudc khi chuyén giao phan mém cho users.

D la tong s6 defects phét hién sau khi chuyen giao. Defects (khiém khuyét) 13 nhiing
van dé (khong hai 1ong, hodc mong mudn cai tién) dugc phan dnh tir nguoi st dung sau
khi phan mém duoc ing dung trong mot khoang thoi gian. DRE 1y tuong 1a 1 (khong c6
defect nao dugc phat hi¢n).

(b) Maintainability: 1a kha niang phdn mém c6 thé khic phuc nhanh khuyét diém hodc 16i tir
khi phat hién, kha nang thich ung tuy bién, linh hoat voi moi truong, hodc kha nang dap
ung nhitng yéu cau thay doi tir phia nguoi su dung. HE s6 do 1a MTTC (Mean Time To
Change) la thoi gian trung binh ddp mg cho cic yéu ciu thay d6i, tir khi tiép nhan dén
khi noi phét sinh yéu cau dugc théa man. Mdi loai yéu cau c¢6 mot MTTC tuong tmg;
MTTC cang nho thi c6 nghia 1a tinh bao tri cia phadn mém cang cao.

(c) Integrity: la kha néng chéng d& véi céc tic nhan gdy hai (vo tinh hodc ¢b y) dén an ninh
cua h¢ thong phan mém, vi du: mot 1 nhap li¢u sai, mot sy c6 mat dién hodc mot sy dot
nhap cua hacker tir Internet déu 12 nhitng tic nhin gy hai cho hé thdng.

Integrity = Y (I - threat) * security
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Trong dé
Threat: x4c suat xdy ra 1 loai tic nhin gay hai.
Security: xac suét chéng dd duoc cho moét loai tadc nhan gay hai.

(d) Usability. La mutc d hitu dung cua hé thong trong méi truong ung dung cta né, dua
trén 4 do do:

1. Ky nang vat ly, hoac trf tu¢ can thiét dé nguoi st dung hoc duoc cich sir dung phan
mém. Vi dy: can trinh d6 tin hoc co ban dé hoc MS Word, hodc 1ap trinh vién trung cp
dé hoc .NET, SQL Server.

2. Thoi gian can thiét d& nguoi st dung sir dung dugc phan mém ¢ mirc d trung binh.
bay la thoi gian huan luyén hodc thyc tap can thiét cho nguoi sit dung quen véi phan
mém trude khi 4p dung chinh thic cho cong viéc cua ho.

3. Gi4 tri gia ting ma phin mém va ngudi st dung phin mém ciing tao ra cho td chiic
thu huong, nhu thoi gian dugc rit ngan khi nguoi st dung thuc hién cong viéc, hodc chi
phi dugc giam bdt khi thuc hién mot nghi€p vu cua to chiic.

4. Panh gid chu quan ctia nguoi st dung dbi voi phdn mém (than thién, dé/khé st dung,
chay nhanh/cham, ...).

(e) Reliability. P¢ tin cdy ctia phan mém trong qud trinh khai thic né, dé bao dim cho cong
viéc cua t6 chire thu hudng duoc dién ra lién tuc, khong bi gidn doan do céc 16i ky thuat
hodc tic nhan gdy hai tir bén ngoai. Néu mot phan mém c6 trung binh 12 1 ngay bi hu
hong trong 1 nam, thi d6 tin cdy ciia né 1a khoang (365 — 1) / 365. P tin cdy cta phan
mém duoc do bang hé sb sin sang Availability

Availability = MTTE
MTBF

(%)

Trong dé:
MTBF (Mean Time Between Failures) 1a udc tinh trung binh khoang thoi gian gitra 2
lan bi hu hong
MTBF = MTTF + MTTR
MTTF (Mean Time To Failure) 12 udc tinh trung binh khoang thoi gian ma phan mém
khong bi hu hong (trude khi bi hu).
MTTR (Mean Time To Repair) la udc tinh trung binh khoang thoi gian ma phan mém
khong st dung dugc (thoi gian can thiét dé khac phuc hu hong).
Ké hoach quan Ly ‘chd:t lwong: cung cap thong tin tong quét cho ké hoach quan ly du an
(BPP) va chi tiét vé ké hoach kiém sodt chat lugng (Quality Control), bao dam chat lugong
(Quality Assurance) va cach cai tién lién tuc cho dy an.

Ké hoach cdi tién tién trinh (Process Improvement Plan) thé hién cdc budc phan tich cac
hoat ddng ctia du an dé nhan bict nhitng tién trinh nao du thira hodc vo ich d¢ cai tién.

Tools and Techniques

Phan tich nguyén nhdn-hdu qud cua tién trinh. (Root Cause Analysis) gdm vai trd cua cd
nhan téc dong lén tién trinh, cdc hoat dong cua tién trinh dé tao ra két qua, két qua cua tién
trinh so v6i yéu cau, va hau qua (consequence) do tién trinh gy ra.

INDIVIDUAL

Y

PROCESS

\4

OUTPUTS CONSEQUENCES
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3.2

(f) C4 nhéan. Céc tién trinh khong thé tao ra két qua néu khéng c6 con ngudi. Dy én gdm
nhiéu c4 nhan tham gia gitr mot hodc nhiéu vai trd trong dy 4n qua sy nd lyc thuc hién
céc cam két dé cho du 4n thanh cong.

(2) Tién trinh. Tién trinh 12 chudi hoat dong dé 1am thoa man yéu cau cua du 4n. Chét lugng
cua tién trinh thé hi€n ¢ cach st dung nguon luc va dap tng cac rang budc.

e S dung hiéu qua ngudn luc (kinh phi, cong cu, phuong phap) dé du 4n khong bi thiéu
nguén lyc do thyc hién nhitng hoat dong v6 ich, hodc phai lam lai (rework) dé stra 16i.

e Khéng vi pham céc rang budc nhu quy dinh ctia phap luat, yéu ciu ctia moi truong, tiéu
chuan k¥ thuat,..., phat sinh tir 6 noi dung phén tich kha thi trong Project Charter. Céc
rang budc nay la nhitng mong mudn tir phia to chirc/khdch hang 1an nhiing nguoi tham
gia du 4n.

(h) Két qua. Két qua tao ra tu tién trinh thé hién sy nhét trf cua du dn d6i voi céc yéu cau da
duoc cam két thyc hién (khong thira va cling khong thiéu), va bao dam cho to chirc thu
huodng st dung duoc.

(i) Hau qua, 1a nhiing tic dong tot va/hodc xau do tién trinh gy ra cho t6 chirc thu hudng,
hodc mdi truong bén ngoai (vd: 6 nhiem moai truong do cdng nghiép hoa)

Thé hién mirc d6 mong muon hodc hai long vé san pham/dich vu. Mbi mirc do sau ddy thé

hién sy hai long vé chat lugng ctia san pham/dich vy, gitta dy 4n va to chitc thy huong can

phai thong nhat ciach danh gid chat lugng san pham s€ dugc giao/nhan cho ca 2 phia.

(a) Hai long hodac khong hai long: “Yes”, “No”. Sy thé hién mong mudn theo cach nay
khong tro gitp cho nhém du én can phal lam gi va no lyc dén mirc nao dé cai tién cho
san pham khong 1am hai 1ong t6 chirc thy hudng.

(b) Phén dinh murc d6 hai long: “Poor”,“Good”,“Excellent”. Sy phan dinh nay trg gidp xdc
dinh muic d6 nd lyc tao san pham, nhung van 'khong dinh huéng phat trién san pham vi
quan diém danh gia chat lugng khong duoc thé hién ra ngoai.

(¢) Po ludng mirc do hai long. Tiéu chuan danh gid hodc do luong chat lugng san pham la
mot tap hop cac dac tinh cua san pham da dugc dinh nghia o rang va chinh xac (da duoc
quy chuan, vd: do btrc xa, do bén...) dién td nhirng mong muodn cua to6 chirc thy hudng.

Bao dam chit lugng — Ap dung cdc ké hoach chét lugng dd hoach dinh dé bao dam cho
du 4n 1am hét tat ca cic tién trinh can thiét da dugc hoach dinh.
Inputs

K¢é hoach quan Iy chat luong, Quality Baseline.

Output

Céc thay d6i can thiét: sira 161, cai tién, hodc thay dbi Quality Baseline.
Tools and Techniques

Phan tich cdc tién trinh ¢ nhan biét nhiing tién trinh nao du thtra hodc vo6 ich doi voi bai
todn, yéu cau, va két qua mong muodn cia dy dn dua trén céc thong tin sau:

(a) Ranh gidi cua tién trinh (Process Boundary), gém muc dich, diém bét dau va diém két
thic, inputs va outputs, nguoi thuc hi¢n va cac tac nhan (stakeholder) doi véi tién trinh.

(b) Cau hinh cua tién trinh (Process Configuration), gom ciu tric xir 1y cta tién trinh
(Work-Flow hodc Data Flow) va céc giao ti€p (Interfaces).

(c) Dién bién trang théi cua tién trinh (State Transition Diagram).

Pdnh gid chat lrong 1a xem xét lai mot cach khach quan va ¢ cau triic céc tién trinh cta dy
an de bict ching c6 tudn thu cic quy tac quan ly cua té chuc hay khong, dong thoi xac dinh
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3.3

tinh hiéu luc va hiéu qua cta cédc chinh séch, thil tuc va quy trinh dé stra d6i cho phit hop.
Cai tien hoat dong cua dy 4n phai gan li€n voi gidm chi phi va ting miic d§ dugc chap nhéan
cua céac san pham/dich vu.

Kiém tra chit lrong — Giam sét két qua thuc hién (san pham) c6 bao dam céc tiéu chuan
chét luong hay khong, va xdc dinh céch han ché€ cdc nguyén nhan gay ra san pham kém
chat lugng dé thay doi cach thuc hién, néu can.

Inputs

K¢é hoach quan Iy chét lugng, Quality Baseline.

Két qud cong viéc, bao gom céc do luong vé hiéu qua k¥ thuat, trang thdi chuyén giao hoan

chinh, va su thyc thi cac diéu chinh can thict d€ céi tién chat lugng san pham.

Output

Céc thay d6i can thiét: sira 161, cai tién, hodc thay dbi Quality Baseline.

Tools and Techniques

Testing: System gdm nhiéu sub-system. Sub-system gom nhiéu modules. Module gom nhiéu

tht tuc va ham thuc hién cic churc nang. Gid tri st dung ctia h¢ thong thé hién qua chtic

nang va tinh nang ma hé thong cung cap cho nguoi st dung. Viéc kiém tra dugc thuc hién &

cdc muc phén rd nay d€ ngan ngtra 16i trén h¢ thong hodc boc 16 ra & nguoi st dung.

e  System test: Integration test (Top down, Bottom up), Module test (White box, Black
box, Regression test), Function test (Threat test, Stress test, Peer review).

e User test: Acceptance test, Alpha test, Beta test.

Cause and Effect Diagram (Ishikawa diagram, lugc do xuong c4), dién ta nhiéu yéu té do

Iuong (ky thuat, tai chinh, nhan lyc,..) ¢6 lién quan hodc anh hudng dén chat luong cua hé

thong nhu thé nao.

| Time | Machine | Method | Meterial

N AN N N, [ Defea
/ / / /

| Energy | Measurement | Personel | Environment

Pareto Chart & dién ta mirc do tic dong ctia cic nguyén nhan 1én két qua

40T 100 %

5]
. >
2 307 Cumulative T 75% %
: E
5 20 | 1 50% g
i 4 1SS

10 25 %

Cormhmon (Jauses —i—l—li 7

Category
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Flow chart d¢ dién ta trinh tw cong viéc can phai thyc hién

Plan > Over view Prepare Rework

A A

A
Y

Follow up Test Solution

Control Chart: dién ta mic d6 hoan thién ctia két qua so v6i mong muon.

Upper limited

Result
Expected

Lower limited

NN
VARV

(Tham khdo thém: Quantitative Methods for Project Management, Dr. Frank T.Anbari,
International Institute for Learning, Inc. 1997.)
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4
4.1

4.2

Quan ly Pham vi ( Project Scope Management)

Khai niém
Quan 1y pham vi bao gdm céc tién trinh xéc 1ap tat ca cdc cong viee (san pham) can lam, va
chi gbm cédc cong viéc (san pham) can lam, dé hoan tat du 4n. Quan ly pham vi dy 4n nham
bao dam cho du an thuc h}cn day da nhitng cong viéc da dugc cam két va chi thuc hién
nhiing viéc da dugc cam két. N6 xdc dinh ranh gidi trach nhiém cua dy an, phan 13p nhiing
gl thude du an voi nhiing gi khdng thudc du an.

Tlen trinh dinh nghia pham vi dur an — gdm cdc tién trinh thiét 1ap céc phat b1eu chi tiét
vé pham vi cta dy én dé lam co s két thiic dy 4n trong tuong lai. Mdi project can co sy
can dbi giira myc tiéu, nguon luc, phuong phdp, thu tyc véi d6 phic tap, kich co va tam
quan trong ctia cdc yéu cau dé bao dam cho su nd lyc thuc hi¢n thanh cong céc cong viéc
thudc pham vi du an. Do dé, cac yéu cau phai dugc xem xét tAm quan trong va danh gia
kha thi truéc khi cam két.

Inputs
Project Charter, Based-line Project Plan, boi canh phét sinh yéu cau
Output

Ké hoach thiét lgp pham vi: cung cap céc chi din vé cach dinh nghia, 1ap tai liéu, quan 1y va
kieém sodt thay doi trén pham vi cua du dn, bao gom:

(a) Tién trinh thuc hién chi tiét hod (Work Breakdown Structure) muc tiéu va yéu cau néu
trong Project Charter dé phat biéu yéu cau chi tiet cho cic chuyén giao.

(b) Tién trinh thiét 1ap cic tiéu chuan dénh gi4, nghiém thu cdc chuyén giao.

(¢) Tién trinh thiét 1ap céc diéu khoan vé thay d6i pham vi ciia du 4n.

Dinh nghia pham vi dy dn: 1a cac phat biéu md ta chi tiét yéu ciu cho céc chuyén giao va

cong viée dé tao ra cac chuyén giao nay. Céc phat biéu nay cung cép thong tin cho nhirng

stakeholders biét Ve pham vi trach nhiém cua dy 4n, va gidp cho du 4n tap trung ngudn luc
cho cic cong viéc can phai lam.

Work Breakdown Structure (WBS) 1a cdu tric phan ra chi tiét cong viéc cua du 4n.

Tools and Techniques

Commitment process: 14 tién trinh thiét 1ap cdc cam két ¢6 co s& cho dy 4n, ké ca cdc cam
két phét sinh gitra nhitng c4 nhan trong ndi by du 4n. Tat ca cdc yéu cau trudc khi tré thanh
cam ket thuc hi¢n déu phai dugc phan tich kha thi dya trén muc ti€u, nguon lyc, phuong an
va rui ro kem theo phuong an thyc hi¢n. Cac cam két can c6 hi¢u luc chap hanh tir ca hai
phia: noi phét sinh yéu cau lan noi thyc hién yéu cau.

NO} Tro gitp Kha nang Mucxtiéu . )
phét Nguon luc ctia dy én
sinh 1 ( Phuong 4n / rui ro
YU | Yéu cau Kha thi
cau > g > Based Line Project Plan
(1 (2]
. Nhém du an: trach nhiém
© Cam ket
Hinh I1.4.1
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Phén tich khd thi: Hau hét cdc du dn duoc tién hanh trong diéu kién bj gidi han & nguén luc
va thoi gian. Do d6, né doi hoi nguoi truong du 4n phai xdc dinh nhimg gi lam dugc dua
trén cdc yéu t6 quan trong quyét dinh sy thanh céng cia du 4n (Critical Success Factors). Da
s6 céc yéu tb nay dugc gdp nhom trong 6 loai sau:

(a) Kha thi vé kinh té (Economic Feasibility).

o Xaéc dinh loi ich cua dy an (giam chi phi van hanh, khic phuc 16i, gia ting tinh linh
hoat, tang toc d¢ xtr ly,..) thé hi¢n thanh 1¢i ich hitu hinh va lg¢i ich vd hinh.

o Xdc dinh chi phi cua du 4n: chi phi hitu hinh va chi phi v hinh.
o Tinh diém hoa vén (break-even point) va thdi gian sinh 15i tir chuyén giao.

A

Piém hoa von

Thoi gian sinh 161

»
>

(b) Kha thi vé ky thuat (Technical Feasibility). Céc tién trinh phén tich nay bao gdém danh
gid vé san pham, hé thong (phan cung, phan mém,..) ¢6 thé lam duoc hay khong, ciing
nhu kich c& cta hé thong, d phirc tap, va kha ning ctia nhém dy dn dé udc tinh thoi
gian, chi phi va cdc riii ro nay sinh tir phuong an thyc hién. Céc rui ro gom:

o Udc tinh sai l¢i ich, chi phi hodc thoi gian thyc hién.
o Udc tinh sai hidu qua ciia cdc chuyén giao & phia to chtc thy huong.

o Udc tinh sai kha ning tich hop cua cic chuyén giao tir dy 4n vao trong hé thong
dang van hanh & phia t6 chtic thy hudng.

Cic quy tic sau ddy nham goi ¥ cho viéc xdc dinh phuong dn kha thi k§ thuat:

1. Dy dn 16n ¢6 nhiéu rii ro hon dw dn nho.

2. Cdc yéu cau dé hiéu va cé cdu triic 16t sé dé thue hién hon.

3. Ap dung cdc céng nghé chudn va phé bién sé it riii ro hon.

4. Dy dn sé it rii ro néu nhitng thanh vién da quen cdch lam tir cdc dw dn tiwong tir.

(c) Kha thi vé van hanh (Operational Feasibility). La sy ddnh gid mic do ma giai phdp tich
hop trong cac chuyén giao cua dy an s€ lam thod man yéu ciu cta to chic thu huc“rng
Cac phén tich nay phai boc 19 duoc gia tri st dung (cao hay thap) cuia cic chuyen giao
dbi véi to chuc thu huong. Vi chuyen giao tur du dn s& duoc st dung trong td chue, nd
clng 1a mot thanh phan (hodc hé théng con) trong mdi truong van hanh cua t6 chirc thu
hudng, nén né can phai thich nghi v6i méi trudng nay dé cé gia tri sir dung cao.

(d) Kha thi vé ké hoach thue hién (Schedule Feasibbility). La sy phén tich mic d6 ddp
Qng vé thoi gian hoan tat chg céc yéu cau (deadlines), nham bao ddm cho k¢ hoach cua
to churc thu hudng sé ding tién do da hoach dinh.

(e) Kha thi vé phap Iy (Legal and Contractual Feasibility). La su phan tich kha nang thoa
man cdc quy dinh phdp ly cua nha nude (ludt lao dong, luat ban quyén so hiru tri tug,..)
va céc diéu khoan trén cic hop dong (quyén st dung phan mém, tai liéu cia t6 chic,..).
Céc phuong an khong duoc vi pham cic quy dinh nay.
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(f) Kha thi vé chinh tri x;”l hoi (Political Feqsibility). ‘Lé su uoc lugng yé muc d6 hai long
cua céac stakeholders doi voi gidi phap. Néu c6 nhicu stakeholders dong tinh ung hg, thi
du 4n s€ dé thanh cong.

Phan tich SWOT (Strengths — Weaknesses — Opportunities — Threats).

Kha ¢néng Hoéulcénh
Thuan loi | Strengths Opportunities
Kho khin Weaknesses Threats
( STRENGTHS OPPORTUNITIES h

What are our core competencies ?
How strong are we in the market ?
What do we do excel at ?

Is our strategic direction focused ?
Do we have positive work ethic ?
WEAKNESSES

What are our weak areas ?

What do we do poorly ?

Do we have a plan to do forward ?
Is our organizational structure
sufficient to take on the project ?

What advantages are we facing ?
Are we entering new market ?

Can we define new opportunities ?
What is the market attractiveness ?

THREATS
What are potential obstacles ?

What are the regulatory & policy
threatening our project ?

What standards & specification are
potential threats ?

J

Hinh I1.4.2

Work Breakdown Structure:(WBS) l1a cAu tric phan ra muc tiéu, yéu cau (san phém) cda du
an thanh nhiing phan du nhé dé hicu, lam dugc va kiém soat dugc.

(a) San ’phém duoc phan

0.0 ra 7dén muc da nho dé
"Product” hi€u né la gi (“what”).
"1 breakdown (b) Moi sén’ phém’con‘c“y
1.0 2.0 3.0 muc theflp nhat déu
duoc gan voi codng
Al ~4-X ‘/—\i vige.
"Process" . n .
breakd (©) Cong viéc duoc phar}
(11 [1'2] [2'1] [2‘2] reakdown ra dén mitc dir nho dé
thuc hién duoc (how).
Hinh 11.4.3 (d) Moi cong viéc & muc

thap nhat déu kha thi
trong di€u kién nguodn luc gidi han cua du an.

(e) WBS phai bao dam rﬁng c4ac san phém va cac cong viéc duoc thé hién theo thir tu hop
ly, khong méau thuan nhau.

Cic quy udc thiét 1ap WBS:

(a) Mdi 6 dugc ddnh s6 khong tring nhau.

(b) Str dung danh tir d¢ 1am tén goi cho san pham (Product).

(c) St dung dong tir dé lam tén g0oi cho cdc cong viéc (Process).
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4.3 Tién trinh kiém soat thay doi pham vi ciia dw 4n — Tién trinh nay xem xét cdc yéu td
gdy ra sy thay d6i pham vi cta dy dn va kiém sodt cdc thay d6i vé pham vi cua du én, dé
bao dam cdc thay doi can thiét va cac hoat dong di€u chinh cho céc thay doi nay dugc tich
hop trong ké hoach thuc hién dy an.

Inputs

Pham vi du 4n, WBS, két qua thyc hién cdng viéc va cac yéu ciu thay doi pham vi.

Outputs

Céc phién ban cip nhat BPP, WBS, Pham vi; C4c hanh dong diéu chinh can thiét cho pham
vi da bi thay doi.

Tools and Techniques

Qudn Iy cdc yéu cau. (Project Requirement Management). Céc yéu cau (déa duogc cam két
thuc hlen) 1a thude do két qua cua dy an. Do d6, cac yeu cau cho du 4n can phai duorc kiém

sodt bang tai liéu dé thiét 1ap Baseline Project Plan va dé 1am co s¢ thuc hién céc tién trinh
tao san pham.

(a) C6 sy phan cong trich nhiém va phan bd ngudn luc quan 1y céc yéu cau.

(b) Céc yéu clu can phai dugc “review” gitta cac bén tham gia trudc khi dua vao dy an.
o Dé loai trir cdc yéu cau khong hoan chinh, hodc thiéu sét.
o C6 tinh kha thi, dugc phét biéu rd rang, va kiém chimg duoc.
o DPuoc cam két thuc hién tir hai phia.

(c) Céc thay doi trén ngi dung yéu cau can phai dugc “review” gitra cdc bén tham gia trudc
khi tich hgp vao dy an.

O Anh hudng cta cac thay doi 1én du an dugc udc lugng muc d6 va dam phan de dat
duogc su nhat tri cao gitta cac bén lién quan.

o Céc thay d6i can thiét trong dy 4n can phai dugc dinh nghia trong duy 4n, ¢6 udc tinh
rui ro, thdng bao cho cic bén li€n quan va lap tai li¢u d€ ki€m soét cac xu 1y tuong
ung.

Gidm sdt két qud thic hién (Project Tracking & Oversight). La sy xem xét d6i chiéu thanh

qua cua dy an voi cdc yeu cau cua dy dn dé diéu chinh lai c4c hoat dong ctia dy 4n hoic thay
d6i cac yéu cau ban dau.

(a) C6 sy phan cong trach nhiém va phan bd ngudn luc theo doi két qua ciia dy 4n.

(b) Mtrc @6 thuc hién du an (kich cg, nd Iuc, chi phi, thoi gian thuc hién) duoc giam sat, cap
nhat tai liéu va doi chiéu vdi yéu cau de thiet 1ap cac hanh dong stra doi (corrective
actions) can thiét.

(¢) Céc rui ro lién quan dén chi phi, ngudn luc, ké hoach thyc hién va giai phdp ky thuat can
phai dugc gidm sat theo ddi dé phong tranh hoac khac phuc.

(d) Dién bién cua két qué thuc hién (binh thudong hodc khong binh thuong) duogc thdng bao
dén cac bén c6 lién quan.
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5
5.1

5.2

5.3

Quan ly Thoi gian ( Project Time Management)

Khai niém
Quaén 1y thoi gian nham bao dam cho du 4n hoan thanh céc cong viéc ding thoi han. Thoi
han dét ra cho dy én 1a d€ dy én ¢ dugc céc chuyén giao can thiét tai mot thoi diém da xdc
dinh, phyc vu cho ké hoach 16n hon cua to chirc thu huong. Vi cac chuyen giao duoc tao ra

tir cdc tién trinh tao san pham ctia du 4n, nén thoi gian dé c6 cdc chuyén giao phy thugc vao
thoi gian thyc hién toan bo tién trinh dy dn; diéu nay phu thudc vao céc yéu td sau:

(1) Nhitng cong viéc nao cén‘thiét phai thyc hién. Néu thuc hién nhitng hoat dong vo ich,
du an s€ bi lang phi ca nguon lyc lan thoi gian cho cac xtr Iy nay (kém hi¢u qua).

2 Kh01 lugng cong viéc ma mdi tién trinh phai hoan thanh vi mot ngudn lyc cy thé duoc
cap phit cho tién trinh d6; ie. thoi gian thyc hién 1 cdng viéc phu thudc vao ca tinh chat
cong viéc (khdi lugng, do phirc tap) 1n tinh chét cia ngudn luc cdp phat cho cong viéc
(c6 nang luc cao hay thap d6i vdi cong viéc).

(3) Céc tién trinh lién két (Cohesion) voi nhau nhu thé nao dé tao ra két qua chuyen giao
nhanh nhat. Pa sb céc tién trinh dy 4n déu bi phy thudc vao mot hodc nhiéu tién trinh
khdc vi 2 nguyén nhan: 1. Tac dong lén cung mot d6i tuong va 2. St dung chung ngudn
luc. Do d6, céc tién trinh khong thé cung thyc hién ddng thoi ma phai duoc sap xép thuc
hién theo trinh tu, c6 hé thong, dé tién d6 cua du 4n khong bi tri hodn do sy phu thudc
14n nhau giita céc tién trinh.

(4) Kha nang st dung duoc t6i da ngudn luc (con ngudi, phuong phap, cong cu) san c6 cia
du 4n cho céc cdng viéc phai lam cua du an.

Tién trinh dinh nghia cong viéc — dé tao ra cic chuyén giao.
Inputs
Pham vi, muc tiéu, yéu cau, moi truong (chinh sich, thu tuc, cac diéu kién rang budc).
Outputs

Danh sdch cdc cong viéc. Danh séch cong viéc chua tat ca cdc cong viéc s€ dua vao ké
hoach thuc hién (va chi gdm nhiing cong viéc can thuc hién). Mdi cong viée gom dinh danh
ctia cong viéc va md ta pham vi cong viéc dé nhém dy dn hleu duoc can phai lam gi. Moi
cong viée dugc mo ta kem theo thudc tinh ciia né nhu: loai ngudn lyc can dé lam, rang budc,
“leads” (cho phép 1 cong viéc bat dau trude khi cong viéc trude do ket thuc), “lags” (tri
hoan thyc hién cong viéc tiép theo khi cong viéc da két thiic), nang luc can thiét,..

Danh sdch cdc moc ddnh gid (milestone list). Mbc ddnh gid c6 thé 1a bit budc hodc tiy
chon, thé hién két qua du kién phai dugc hoan tat tai mét thoi di€ém da dinh san.

Tools and Techniques

Work Breakdown Structure.

Templates. Danh siach cong viéc cuia cic dy 4n tuong ty c6 thé dugc sir dung lai cho dy 4n,
nham ké thtra kinh nghiém tr cic du dn trude (chon nguodi cé k¥ nidng phu hop véi cong
viéc, udc luong thoi gian thyc hién cong viéce, do rui ro,...).

Planning. Partial-Order Backward Chaining, Hierarchical Task Net.

U'éce tinh thoi gian thye hién cong viéc. Hau hét céc cong viée cua du dn duoc phan cong
dén tung cd nhan, nén thoi gian thyc hién cho cong viéc dugc udc lugng trén nang luc
trung binh cia cdc thanh vién trong nhém dy 4n ddi v6i cong viée duge giao cling véi
phuong tién, phuong phdp va mdi trudng thyc hién (vd: thong tin, quan hé hop tic).
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54

Inputs

Yéu cau (pham vi) cong viéc; Céc rui ro du kién va céc gia dinh, rang budc;Udc tinh chi phi
cda du an.

Nguoén licc cho cong viéc. Gom cu tric (loai) ngudn lyc, mirc d6 cia ting loai, thoi diém va
thoi gian st dung duoc, cuong do thyc hién,...

Outputs

Thoi gian dé thuc hién cong viéc. Thoi gian udc tinh trung binh (va chénh 1éch) dua trén
nguon luc hién cé va do dd, neu cau tric ngudn luc hodc moi truong thuc hién bi thay doi
thi cac udc tinh nay khdng con phu hop.

Tools and Techniques

Uéc lwong tuyén tinh. Udc luong cho cong viée duge ude tinh ty 18 voi thoi gian thyc hién
cong viéc twong tu & cdc du dn khdc. U'dc tinh nay chi tin cay duoc néu cic cong viée thuc
su twong ty nhau (ndi dung, cich lam, méi trudng,..) cht khong chi & chic nang, va nguoi
wdc tinh ciing c¢6 du kinh nghiém can thiét.

Niéng sudt toan cuc. Dya trén thoi gian udc tinh trung binh trong diéu kién khong c6 16i
cong voi thoi gian khac phuc 161

TimeEstimated = TimeEstimate WithoutError X (1+ PercentOfError)
Uéc tinh trung binh PERT. Cé xem xét cic rui ro tac dong dén cong viéc.

MostLikely x4 4+ Optimistic + Pessimistic
6

(a) Most Likely (ML) La udc tinh trung binh, c6 xac suit Xay ra cao nhat.

TimeEstimated =

(b) Most Optimistic (MO) La udc tinh lac quan nhét (thoi gian ngén nhét, khong bi rai ro).
(c) Most Pessimistic (MP) La udc tinh bi quan nhat (thoi gian dai nhat, bi rti ro).

Sip xép trinh tu céc tién trinh — X4c dinh céc rang budc gitra cdc tién trinh dé xép ching
theo thir tu (chuoi tién trinh), Va 1ap suu liéu vé céc rang budc thanh cic diéu kién dé
chuyén giao ndi bd giira cic tién trinh trong du 4n.

Inputs

Danh sdach cdc cong viéc, va cac moc danh gid; Thoi gian thuc hién tirng cong viéc.; Pham
vi du 4n va cic yéu cau, rang budc.

Outputs
Luoc do cong viéc cua dy dn.(Project Schedule Network Diagram) vd: PERT-AON/AOA
Tools and Techniques

Xdc dinh cdc guan hé phu thudc gitta cdc cong viéc.

(a) Phu thudc bit budc (Mandatory Dependencies). Phy thudce bét budc phat sinh tir ban
chat ty nhién ctia cong viée. Vi du: can phai phén tich dé hiéu bai toan trudc khi thiét ké
giai phap cho bai toan.

(b) Phu thugc chon lwa (Discretionary Dependencies). La sy phu thudc ctia mot cong viéce
vao két qua hodc cach thyc hién cta cong viéc trude do.
(c) Phu thugc ben ngoai (External Dependencies). La sy phu thudc cua cdng viéc vao cdc

cong viéc nam ngoai du 4n (non-project activities). Vi du: chuyén giao phan mem cho t6
chtrc thu hudng phu thudc vao cong tic chuin bi mdy tinh va noi lam viéc cua t6 churc.
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Precedence Diagramming Method. Thé hién cic moi quan h¢ rang budc gitta cic cong viéc.

(a) Finish-to-Start. Cong viéc sau bat dau khi cong viéc trudc né da két thic (phd bién).

(b) Finish-to-Finish. Cong viéc sau két thic khi cong viéc trudc né da Kkét thic.

(c) Start-to-Start. Cong viéc sau bat dau khi cong viéc trude né da bat dau.

(d) Start-to-Finish. Cong viéc triroc két thic dugc, néu cong viéc sau da bat dau.

Vi dy: Céc cong viée da duge xdc dinh trong bang. Néu mot cong viée B can két qua chuyén
giao tr cdng viéc A, thi ta n6i B phu thudc A. Vd: Cong viéc thiet ké man hinh (2) va thiét
ke bao cdo (3) phu thudc vao két qua khao sat (1). Nguon luc thuc hién dugc gia dinh la chi
¢6 con nguoi, va nhiing ngudi tham gia déu c¢6 nang lyc nhu nhau. Mai cong viéc da duoc
ude lugng thoi gian hoan thanh (tinh bang s6 tuan, cho mot nguoi thuc hién). Vd: tim hiéu
yéu cau can khoang 5 tuan voi 1 nguoi thuc hién.

Cong viéc Két qua Phu thugec | MO | ML | MP | ET
1. Tim hiéu yéu cau User Req. Doc (URD) - 1 5 9 5
2. Thiét ké man hinh | Screen layout 1 5 6 7 6
3. Thiét ké béo cdo Report layout 1 3 6 9 6
4. Thiét ké CSDL Database structure 2,3 1 2 3 2
5. Lap tai ligu Documents (DOC) 4 3 6 7 5.5
6. Lap trinh Source code 4 4 5 6 5
7 Kiém tra Software 6 1 3 5 3
8. Cai dat User Acceptance 5,7 1 1 1 1

PERT-Action On Arc (AOA): cac cung la cac hoat dong tao ra Kkét qua (san phém) dé
chuyén giao cho cédc cong viéc ti€p theo, hodc ra ngoai du 4n. Sdn pham thé hién trén node.

.1_. URD 2 Screen
design
\ \
Report 4 Database 5 DOC 8 | User
design design Acceptance
X 54
Source 7 Software
code product

Hinh I1.5.1 PERT - AOA minh hoa cho vi du.

PERT-AOA thé hién tong quat mdi lién quan giita két qua cong viéc voi san pham cua dy
an. Néu c6 thay d6i trong mot két qua thi AOA cho biét cic san pham nao c6 lién quan, can
xem lai (Vd: n€u stta Source Code thi DOC khong bi anh hudng, Software Product va User
Acceptance bi anh huéng). PERT-AOA ding dé kiém sodt chat lugng san phdm ciia du 4n
bang céch theo vét cdc cong viée tao ra san pham.
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PERT-Action On Node (AON): Thé hién hoat dong trén node, cung lién két~ chi su phu
thudc gitra cdc cong viéc. PERT-AON trg gitp tinh thoi gian hoan thanh moi cong viéc
(tinh tr ldc dy an bat dau), va thoi gian hoan thanh dy an.

i Lt
N N

ET=6 ET=5 ET=3
Hinh I1.5.2 PERT-AON minh hoa cho vi du

5.5 Tinh thoi gian va ngudn lyc thye hién du an. U'c tinh tong thoi gian va nguon Iy cho
du dn bao gom nhiing loai ngudn luc nao (nhén lyc, thiét bi, vat liéu,..) va s6 luong can
bao nhiéu cho mdi loai va khi nao thi can ching.

Inputs
Danh sdch cong viéc, lwoc do cong viéc.

Nguon lyc sir dung duogc cho dy dn.(Rsrc.Availability) Day 1a mo ta vé nhiing loai nguon
lyc ma dy 4n c6 thé s dung mot phan hodc toan b cho céc hoat dong ciia né, gdm loai, sd
luong, tinh chat, thoi gian diém sin sang, ...

Outputs
NguSn lu'c‘mc‘z du cin’ S€ sur dung.(Rgrc.Requigemept) bay 1a doi héi nguén Iyc ma du an sé
su dung, gom loai, so lugng, tinh chat, thoi diém can dung, thoi gian, muc 4o, ...
Project Schedules: PERT charts, Gantt charts, Resource charts,...
Tools and Techniques
PERT-AON Thoi gian hoan thanh som nhat (TE: Time Earliest)

(1) Bét dau tir node dau tién bén trdi (node 1) TE, = ET,

(2) Theo chiéu mui tén di: TE.u = TEgiu + ET ey

(3) Node ¢6 nhi¢u miii tén chi dén (node 8): TE 4= Max{TEg44, } + ET.;

TE=11 TE=18.5 TE=22

ET=5 TEet / ET=2\TE=18 TE=21
(6 J——{ 7]

= ET=3
ET=6 ET=5

Hinh I1.5.3 PERT-AON tinh thoi gian hoan thanh sém nhit cho mdi viée
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PERT-AON Thoi gian hoan thanh tré nhat (TL: Time Last) tinh tir phai sang tréi:

(1) Node cudi cung bén phai (node 8): TLg = TEg
(2) Pingugce chiéu ctia mui tén: TLg, = TLews - ETeusi
(3) Node ¢6 nhiéu mui tén chi di (node 4): TLgz, =Min {TL.ys - ETeusi}

TL=11 TL=21 TL=22
TE=18.5 TE=22

ET=1

ET=6
Hinh I1.5.4 PERT-AON tinh thoi gian hoan thanh tré nhét cho mdi viéc

PERT-AON Critical Path va do thw ,qzan S (Slack tlme) & mdi node: S = TL - TE 1a muc
do thoi gian cho phép cong vige c6 thé kéo dai (hodc bat dau trd) trong khoang nay ma van
khong lam anh hudng dén tién do cua du 4n. Cdc node ¢6 S = 0 la cdc node nam trén

Critical Path, 12 nhiing node khong duoc phép tré han dé bao dam tién do cua du 4n. Do
cac udc lugng thoi gian cho moi cdng viéc c6 thé bi sai, hodc rudi ro thiéu nguon lyc, cac
cong vi€c trén Critical Path can phai dugc cong thém thoi gian du phong dé thuc hién nhitng

di€u chinh can thiét khi cong viéc c6 triéu chiing tre tién d9.

Gantt chart. Sau khi gén nguén luc (phan céng) va 4n dinh thoi diém thuc hién cho céc
cong viéc trong PERT chart, ta s€ thiét 1ap dugc Gantt chart. Moi thanh ngang trong Gantt
chart thé hién mot cong viéc trén tryc thoi gian thyc. Mii tén chi thir ty thyc hién cong viéc

tiép theo.

Task 1 Chris

Task 2
Task 3
Task 4
Task 5
Task 6
Task 7 )
Task 8 l

1 Chris
John

l John

l Martin

John

Martin

hris

>

To T T, T3 T, Ts Time

Hinh I1.5.5 Gantt Chart minh hoa cho vi du

Gantt chart thé hién (bang hinh Vv€) su trung lap (overlap) gilta cdc cdng viée dé ude luong
mirc d6 nd lyc cua dy an tai moi thoi diém, va céc thoi diém bat dau - két thic cta ting

cong viéc dé kiém soét tién dd theo thoi gian thuec.
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Resource Chart (Hinh d0 tai nguyén). Tir Gantt chart, ta c¢6 thé v& dugc hinh dd tai nguyén
theo thoi gian thuc. Resource chart thé hién muc d6 nguén luc cén thiét cta dy dn theo thoi
gian thyc. Chénh léch gitra ngudn lyc sin sang ctia dy 4n v6i ngudn lyc sir dung cho cong
viéc thé hién muc do lang phi trong cdch sir dung ngudn luec.

A
Ngudn lyc
cua dy an
L, F------ A S S S L
E.
,<§ St dung cho
:2“ dy dn Chris Martin >\M7>
Chris John John John Zw Martin Chris
T() T] Tz T3 T4 TI5 g

Hinh IL.5.6 Hinh d0 tai nguyén minh hoa cho vi du

0 khoang thoi gian lam viéc c6 cuong dd cao hon binh thuong (Martin) ¢6 thé gay rui ro
cao, can gian cong vi¢e (kéo dai thém thoi gian), b6 tri lai ngudn luc, hodc thay ddi ciu tric
cong viéc tir song hanh sang tuan ty.

Resource leveling: 12 sy diéu chinh tang giam nguén Iuc tai mot thoi khoan nao dé cho cac
muc dich khac nhau.

(1) Piéu chuyén ting cudng ngudn lyc cho céc cong viée dang bi qua tai hoic ting toc do
thuc hién du an cho kip thoi han milestone.

(2) Piéu chuyén can dbi nguén luc dé duy tri sy 6n dinh vé muc d6 nd luc cua du 4n trong
thoi gian dai dé€ gidam bot muc do phuc tap trong cdng tac quan 1y nguon luc.

(3) Piéu chuyén giam bét ngudn lyc dé tranh lang phi trong khi chd cho cac rang budc phu
thudc bén ngoai dy an gidi quyet xong.
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6
6.1

6.2

Quan ly Chi phi ( Project Cost Management)

Khai niém.
Quan 1y chi phi nham bao dam cho du 4n hoan thanh cong viéc trong khoan kinh phi cho
phép. Ngoai viéc xem xét chi phi cho nguon luc thuc hién céc tién trinh dy an, quan ly chi
phi con xem xét tinh hi¢u qua cta cdc quyéet dinh trong viéc sir dung kinh phi, hoach dinh ké
hoach thuc hién va dua ra cac duy bao vé két qua.

Tién trinh wéc tinh kinh phi
Udc tinh mtic d6 kinh phi can thiét dé trang bi da ngudn luc cho dy 4n. Udc tinh kinh phi
can phai can doi gitta chi phi cho dy 4n va gia tri (191 ich) ma dy 4n mang lai cho t6 chic dé
cho dy an c6 suc thuyét phuc cac nha tai tro.
Tools & techniques
Xdc dinh gid tri ciia dw dn doi véi té chire. MOV (Measurable Organizational Value) 1a gid
tri hitu ich ma dy an cung cap cho to chitc dé gép phan thyc hién (dat) muc ti€u chién lugc
cua t6 chirc. MOV c6 céc tinh chat sau:

(1) Po lromg dwge. Do két qua ctia dy 4n s& hudng céc hoat dong ciia dy 4n vao ding myc
titu. Do do cia MOV duogc thiét lap trén gia tri cua céc chuyén giao d6i v6i muc tiéu
chién lugc cua td chirc, duge thé hién trén cic Indicators. Mot Indicator dugc dinh nghia
la mot d¢ do hodc mot tép lién két nhiéu do do cho phép quan sét cac dién bién bén trong
mot tién trinh, mot dy 4n hodc mot hé thdng thong tin. Mot Indicator thuong 1a mot dd
thi, biéu dd hodc bang dinh nghia cdc mong mudn cua td chirc (hinh 11.6.1)

Hinh IL6.1 Delivery Date Variance (Scheduled - Actual)
Oct, 2005
[72]
2
)
S
-»
P
A
S
=
H

5-1 1-7 7-14 14-21 21-28
# Days late
C6 3 loai Indicators:

(a) Success Indicators: ghi d’inh do luong cho cac tiéu chuan thanh cong (Critical
Success Factors, CSF), dé quyét dinh cdc muc ti€u da dat dugc hay chua.

(b) Progress Indicators: Dé theo vét su tién trién cua cong viéc (Vi du: Gantt chart).
Hoan tat cdc cong viéc da hoach dinh khong c6 nghia 1a muc ti€u da dat dugc.

(c) Analysis ]ndicators: Dé trg gitp phan tich két qua ciia moi cdng viéc (Vi du: PERT-
AOA), va kiém chung cac gia dinh vé dit liéu dung dé quan ly.

(2) C6 gia tri d6i voi to chirc. Du 4n cong nghé thong tin khong chi dé thiét 1ap hé thong
théng tin nhu mot san pham thwong mai, ma né phai la cong cu dac luc cho t6 chirc dé
giai quyet cdc bai toan phat sinh tor myc tiéu chién luge. Do d6, dy 4n phai hiru ich d6i
v6i t6 chirc, thuong duge xem xét vé thoi gian (co chuyén giao vao diing thoi diém ma
t6 chirc can) va gid tri thu vé (gia tri thu vé vuot troi hon chi phi dau tu cho dy 4n).
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Nhimng 1y do ma t6 chitc mong muén dau tu vao dy an IT dugc tém luge nhu sau.

REASON FOR INVESTING IN Rank Basep oN OvERALL VaLUE
INFORMATION TECHNOLOGY PROJECTS OF PROJECTS
Supports explicit business objectives 1

Has good internal rate of return (IRR) 2

Supports implicit business objectives 3

Has good net present value (NPVY) 4

Has reasonable payback period 5

Used in response 1o competitive systems &

Supports management decision making 7

Meets budgetary constraints F:]

High probability of achieving benefits 9

Good accounting rate of return 10

High probability of completing project 11

Meets technical/system requirements 12
Supports legal/government requirement 13

Good ]1”’:1[il.;'|'|_‘.ﬁ|'|l1j.r index 14
Introduces new technology 15

Bacon, James. The Use of Decision Criteria in Selecting Information Systems/Technology
Investments, MIE Quarterly, Vol. 16, No. 3 (September 1992),

(3) Pwogc chip nhan. MOV phai dugc cic stackholders chép nhan trude khi tién hanh céc
cam két. Gia tri cia MOV thuong dugc to chiic xem xét dya trén 4 tiéu chi & hinh 6.2

© Khich hang

Nhi€u lya chon d¢ mua ban
Chét lugng san pham tot hon
Ciéch phuc vu khach hang tot

hon
{}

Muc dich, muc
tiéu, chien lugc

® Sin xuit

Giam rework

Cai tién Value Chain
Téang khéd nang ddp ing

O Tai chinh

Gia tang lgi nhuan

DAu tu 6n dinh -
Chi phi quan 1y thap

O Hoc héi & cii tién

Cai tién cdc tién trinh
Ap dung cong ngh¢ méi
Chét lugng cudc song tot hon

Hinh I1.6.2 Xem xét MOV dua trén Balanced Score Card

1. Tai chinh. La loi ich thu dugc tir dy 4n d6i v6i viée quan 1y tai chinh cia to chirc.

2. San xuat. Nhitng gi ma du 4n gitp cho to chirc vuot trdi trong cdc van hanh san xuét.
Céc yeu to quyét dinh 1a chu ky song clia san pham, chat lugng ctia sdn pham, nang luc
cua to chitrc (nhan lyc), va nang suat.

3. Khéch hang. Quan diém cua khdach hang vé thoi gian ddp Umg (response time), chat
luong san pham, hiéu qua san xuat cta to chirc s& nhu thé nao sau khi dy an két thc.
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4. Hoc hoi & cai tién. Dy 4n gitip dugc gi dé ci tién bd mdy ca t6 chirc nhu quéan 1y
nhan luc, san xuat cong nghiép hay img dung cong nghé méi, dé gitip cho t6 chic ¢6
nhiéu kha ning dé ton tai va phat trién.

(4) Kiém chirng dwoc. Day 1a cdc dic tinh ¢ hitu rit quan trong cia MOV dé nham dénh
gid két qua thuc té cua dy 4n d6i voi cdc muc tiéu / muc dich cta td chirc, thé hién trén
sb liéu do do thuc trén cdc Indicators da thiét lap.

Thiét lap

Muc dich cua | Chién lugc cua >| Giatri MOV
to chirc < ————_ t6 chiic < —————_ d6i vai t6 chirc

Panh gia

Hinh I1.6.3 Kiém ching MOV so véi muc dich ciia to chirc

Xdc dinh cdc loai chi phi:

(a) Direct Cost: 1a chi phi chi truc tiép cho ngudn lyc thuc hién cia dy 4n.
Vi du: Dy 4n c6 1 cong viée ton 1 ngay dé hoan tit, va can 1 nguoi thuc hién. Dé don gian,
gia su cong viéc nay khong doi hoi thém ngudn lyc nao khac. Chi phi dé tra cho ngudi

thuc hién la $20/gio, dé 1a khoan tién cong ma nguoi d6 s& nhan duoc. Ngoai tién cong tra
cho nguoi thyc hién, dg dn can phai tra thém chi phi cho céc tién ich cho cong viéc, vi du:

e  Chi phi cho cdc phuong tié€n lam viéc (dién, nudc, thué may), tinh theo gio.
e  Chi phi bao ho lao dong (nén, quan 4o, gidy, ging tay), tinh theo thang.
e Chi phi tap huan va cdc loai phi bao hiém hang quy hogc nam.
Gia st chi phi tién ich cho cong viéc 1a $5/gi0, thi chi phi thyc cho cong viéc (tinh theo gio
cong) 1a $20 / gio + $5 / gio = $25 / gio. Nhu vay chi phi thyc dé tra cho cdng viéc nay
(lam trong 1 ngay) la 8 gio / ngay * $25 / gio = $200 / ngay.
Viéc xdc dinh chi phi tryc tiép duoc thyc hién qua 5 budc:
1. Xdc dinh logi nguén luc cho ké hoach thuc hién
2. Xdc dinh mirc do ciia méi logi nguén lyc
3. Xdc dinh don gid (chi phi) ciia méi loai nguon lyc
4. Tinh todn chi phi cho cdc cong viéc
5. Can doi ngu(;p liec qua viec xem xét lai (review) dé nguon luc khong bi sir dung qud
muc, ie mot nguon lyc khong thé cap phdt cho nhiéu cong viéc cung liic.

(b) Indirect Cost. Chi phi gidn tiép chu yéu Ia cho céc hoat dong quan ly, nhu sO gid viét
b4o cdo mdi tudn, sd gid hop mdi thiang. Néu dy 4n phirc tap, nhiéu rai ro nhu du 4n
cong nghé thong tin thi chi phi cho cic hoat dong quan 1y s€ cao hon binh thuong.

(¢) Sunk Cost. Chi phi ton dong trude du 4n. Vi du: Pillot project c6 thé bj that bai voi chi
phi $25000 13 “Sunk Cost” dbi véi du 4n, bat ké du 4n c6 tdn dung duogc gi tur pillot
project nay hay khong.

(d) Learning Curve. Chi phi dé thir nghiém, thudng gin kém véi chi phi 1am mau thir
“build one & throw it away!” dé cho du 4n hiéu rd bai todn hodc str dung cong nghé
mot cach hiéu qua hon.

(e) Reserve. Chi phi du phong cho cdc rii ro, nhim cung cip su linh dong can thiét cho dy
an dé khac phuc rui ro khi né xay ra. Chen thém buffers trén Critical Path cung véi du
phong chi phi rti ro dé gitp dy an thuc hién céc tién trinh rng ctu khi su co xay ra.
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6.3

Cdc mé hinh tai chinh (financial models). Cac md hinh nay tip trung phan tich vé dong
luan chuyén tién t€, dé giai quyet 2 van dé chinh: (1) trong bao lau thi thu héi von, va (2)
tién 101 phat sinh tir du dn s€ & muc d) nao.

(a) Payback. Phuong phdp Payback xac dinh bao lau thi thu hoi duge Von dau tu. Vi dy,
néu mot dy an dau tu $100,000 dé phat trlen va ung dung, va tién 10i tir dy 4n Ia
$20,000 mdi nam, thi thoi gian thu hoi von 1a $100000 / $20000 = 5 nam. Phuong
phép nay don gian, nhung khong xem xét dén gid tri ctia ddng von theo thoi gian.

(b) Breakeven. Tuong tu nhu Payback, Breakeven xdc dinh diém hoa vbn cia dy 4n dya
trén sb lwong. Vi du, mot Website mua ban dugc xiy dung voi chi phi $100 000 va mdi
lan ban dugec mt mat hang, Website nay thu duoc $5 tién 16i. Nhu vy, s6 luong mit
hang can phai ban dugc dé thu hoi von 1a 100,000 / 5 = 20,000 mat hang.

(c) Return On Investment. ROI xdc dinh mirc do loi nhudn thu hoi dugc so véi dong von
da}u tu, dua trén ti sO tién 161 thu vé va von dau tu ban dau. Vi du, du an can $100,000
dé tao ra loi nhuan $115,000, thi ROI s& 1a ($115,000 — $100,000) / $100,000 = 15%.

(d) Net Present Value. NPV tap trung vao gi4 tri theo thoi gian cua dong tién. Sy thay doi
gid tri ciia dong von kinh doanh la do dong von c6 thé sinh 161, nhu géi ngan hang.Gia
tri ciia dong von tinh theo thoi gian s€ la:

NetCashFlow

Trong dé:
I : tong tién von dau tu cho dy 4n
NetCashFlow = Thu dugc moi ndm — Chi phi moi nam.
r : tién 1ai suat (discount rate) moi nam
t : thoi gian, tinh theo nam.

Vi du, discount rate r = 8 % nam, vn dau tu ban dau cho du 4n I = $200,000, ta c6 NPV:

Thoi han | Thu dwge | Chiphi | 2% Cong thirc é);:;‘l:,‘l‘(‘)‘vtv
0 nam 0| $200,000 - $200,000 - $200,000
1 ndm $150,000 $85,000 $65,000 $65000/ (1 + .08)1 $60,185
2 nam $200,000 | $125,000 $75,000 $75000/ (1 + .08)2 $64,300
3 ndm $250,000 | $150,000 $100,000 | $100000/ (1 + .08)3 $79,383
4 nam $300,000 | $200,000 $100,000 | $100000/ (1 + .08)4 $73,503
Net Present Value (NPV) nam thw 4 $77,371

Néu gia tang discount rate, NPV s& bi giam.

Tién trinh kiém soat kinh phi du 4n. Xem xét cdc yéu td thay doi kinh phi trong du 4n dé
du bdo trude vé tinh hinh ngén sach cta du an, lam co sé di¢u chinh cac ké hoach hodc cac
cong viéc cia dy an de st dung kinh phi c6 hi¢u qua.

Inputs

Reviews. La két qua ctia cdc cudc hop (hinh thirc hodc phi hinh thirc) dé xem xét lai tién
trinh thuc hién du 4n (tao ra gid tri ciia du d4n) va cach st dung kinh phi cta du an cho céac
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chuyén giao, milstones, hodc yéu cau tinh dén thoi diém hop. Noi dung cudc hop khong chi
dirng lai & céc cong viéc da hoan thanh, ma con xem xét céc két qua /chuyén giao so voi
tiéu chuén da dugc hoach dinh trude khi xédc dinh cdc chi phi cho cdng viéc hoan thanh.
Status reports. Cac bao cdo tién do cong viéc so vdi yéu ciu néu trong BPP, dic biét 1a cac
cong viéc dugc cho 1a hoan tat so véi BPP.

Forecast reports. Cdc bao céo dy bdo vé xu hudng cuia cdc cong viéc dang thyc hién so voi
cic yéu cau néu trong BPP, dé duy kién kinh phi hoan tit cdc céng viéc nay.

Tools & Techniques

Earned Value Analysis gdm céc k¥ thuat do luong mirc d hoan thanh dy 4n tir lic bat ddu
den thoi diém hién tai, dé dua ra cic du bdo ve két qua sir dung kinh phi.

Gia sir dy 4n A can $40000 va 4 thang dé hoan tat 20 cong viéc. Pé don gian, gia st cic
viéc nay c6 khéi lugng nhu nhau va duoc chia déu trong 4 thang. Chi phi cho mdi viéc s&
12 $40000 / 20 viéc = $2000, va kinh phi cho dy 4n mdi thang s& 1a $40000 / 4 thang =
$10000 dé thyc hién 5 viéc / thang. Cudi thang thir nhat, dy 4n A chi hoan tat dugc cong
viéc 1,2 va 3 véi chi phi twong tng cho mdi viéc 1a $2000, $3000 va $3000.

1. Budgeted At Completion

BAC la téng kinh phi dé thuc hién tat ca cic cong viéc da dugc hoach dinh cia dy an.
Kinh phi $40000 1a BAC ctia du 4n A.

2.  Budgeted Cost of Work Schedule

BCWS =% (,BCWSk ) I'tla téng kinh phi hoach dinh cho nhiing cong viéc dy tinh s¢€
hoan thanh dén thoi diém t. Dy an A can phai h(?én thénh 5 viéc (k=1..5) trong thang
thir 1 vai kinh phi $10000 = BCWS cua A tinh dén cudi thang 1.

3. Budgeted Cost of Work Performed
BCWP = X ’(BCWSk)v [ t1a téng kinh phi hoach dinh cho céic cong viéc k dd hoan
thanh, tinh dén thoi diém t. Gid tri nay con dugc goi la Earned Value. Trong théng thir
nhat, du 4n A hoan tat dugc 3 viéc 1,2 va 3 (thay vi 5 viéc nhu hoach dinh), do d6
BCWPajning 1 12 $2000 * 3 = $6000.

4. Actual Cost of Work Performed

ACWP =X, ’(ACWPk)7 [t1a téng kinh phi da thuc su chi cho cic cong viéc k da hoan
thanh tinh dén thoi diém t. ACWP ajmang 1 12 $2000 + $3000 + $3000 = $8000 cho 3
cong viéc 1,2,va 3 da hoan thanh.

5. Cost Variance

QV =BCWP - ACWP la khé,c biét gitta udc tinh vé chi phi cho c@ng viéc so voi thuq
te phai chi cho cong viéc. Néu CV < 0 thi du 4n da thuc su chi nhieu hon so voi ké
hoach. CV pghang 1 = $6000 - $8000 = - $2000.

6. Schedule Variance

SV = BCWP — BCWS Ia su khac biét (tinh béng chi phi) gitta muc d@/ du kién phai
hoan thanh cdng viéc so véi mirc do da hoan thanh cong vige trén thyc t€. SV ajhang 1 =
$6000 - $10000 = - $4000.

7. Cost Performance Index

CPI = BCWP / ACWP thé hién ti 18 gitta kinh phi hoach dinh (du kién) so voi chi phi
thuc té, dya trén cdc cong viéc di hoan thanh. Néu CPI < 1 thi dy 4n da bi lam chi, va
CPI cang nho thé hién mirc d6 lam chi cang 16n. Trong dy dn A, CPI Alhing | = = $6000 /
$8000 = 0.75, c6 nghia 12 néu dau tu $1 vao du 4n A thi chi nhan duoc c6 $0.75 tir du
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10.

4n. Néu mubn thanh cong, va néu khong co sy thay doi tich cuc nao trong cach su
dung kinh phi thi du én A can phai ton mot khoan kinh phi du kién la Tong kinh phi
ban dau / CPI = $40000 / 0.75 = $53,333, nghia la hon $13000 so v¢i kinh phi dy kien
ban dau.

Schedule Performance Index

SPI = BCWP / BCWS thé hién mirc do hiéu qua cua cic udc luong vé kinh phi cho du
an. SPI Apnang 1 = $6000 / $10000 = 0.6. Néu nhu mirc d6 hiéu qua cta cic udc lugng
vé kinh phi vin chi & mic 60% cho céc thang ké tiép, thi udc tinh thoi gian hoan tat
du 4n A s€ 1a 4 thang / 0.6 = 6.66 thang.

Percent Scheduled for Completion

PSC = ( BCWS / B’CA) i 1a ti 1€ phén tram qkjnh phi (trén toan b kinh phi) cép cho
cac cong viéc dy kién hoan thanh dén thoi diém t.

PSCajthang 1 = $10000 / $40000 = 0.25 = 25%
Percent Complete

PC = (BCWP/BCA ) |; thé hién phan trdm kinh phi cap cho cdc cong viéc da thuc su
hoan thanh dén thoi diém t. Pay 1a chi so thé hién (gan ding) mic d6 hoan thanh cta
du 4n. PCajnang 1 = $6000 / $40000 = 0.15 = 15%.

BCWS SV

ﬁ ACWP  CV
ﬂ BCWP

g | SPI g | CPI

Budgeted Actual Earned

Hinh I1.6.4 BCWS, ACWS va BCWP

BCWS: Kinh phi dé thyc hién 5 viéc trong thoi han t.
ASWP: Chi phi cho 3 viéc da thuc hién trong thoi han t.
BCWP: Kinh phi da hoach dinh cho 3 vi¢c da hoan tat.
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7
7.1

7.2

Quan ly Riii ro ( Project Risk Management)

Khai niém
Rui ro: La nhiing diéu kién hodc su kién khong chic chin ma, néu né xay ra, thi nd s€ co tic
dong tot hoac xau dén muc tiéu cua dy an (PMBOK). Rui ro 1a cac bién ¢o khong chac chan
s€ xay ra hay khong. Su khong chic chan nay phét sinh tir sy nhan thiic cia dy 4n vé tuong
lai, dya trén udc lugng, gid dinh hoac mot it su kién veé ngudn luc, thoi han va yéu cau.

PMBOK dinh nghia viéc quan 1y riii ro 12 “cdc tién trinh ¢6 tinh h¢ thong dé xéc dinh, phan
tich va mg pho voi cdc rui ro. N6 tan dyng t6i da kha nang xut hién va tic dong cua céc
bién cb tlch cuc, dong thoi giam thiéu t6i da kha ning xuat hién va tidc dong cua cac blen cb
tidu cuc”. Mic dii céc rui ro thudng tao ra cic tic dong xau dén dy 4n, nhung du 4n cin phai
xem xét va tan dung céc tdc dong tich cuc hodc cac co hdi phdt sinh tir cac rui ro (ie, khong
) géng tranh tat ca cdc rai ro) dé gitp cho du an dat dugc muyc ti€u nhanh hon va it t6n kém
hon. Di véi cdc rui ro ¢6 tic dong x4u dén dy 4n, hoat dong phong ngura can phai dugc uvu
tién hon céc hoat dong khic phuc rti ro.

Tién trinh xac dinh rii ro
La tién trinh x4c dinh va thiét 1ap danh sdch cdc nguy co (threats) va co hoi (opportunities)

c6 thé anh huong dén muyc tiéu ctia dy 4n. Mdi rii ro va céc dic tinh cia né duoc lap suu
liéu dé 1am nén tang cho ké hoach quan Iy rui ro.

Viéc xem xét cdc rui ro tdc dong dén du dn duoc
thuc hién theo miic d¢ quan trong cua cic linh
vuc quan 1y nhu hinh IL.7.1.

Thir nhdt, vi chuyén giao tir dy 4n (1a MOV) Ia
quan trong nhat, do d6 cic rui ro tic dong den
MOV can phai dugc xem xét trudce tién.

Thir hai, xem xét cac rudi ro tac dong 1€n cac muc
tiéu quan 1y chat luong, pham vi, thoi gian, va chi
Schedule phi, vi chiing anh hudng truc tiép dén cic chuyén
giao.

Thit ba, xem xét cic yéu t6 tic dong tr mdi
truong bén trong va bén ngoai cua du dn. Vi du:
Hinh II7.1 Risk Framework neuA cac t?anh V1en; cua du. Aan cAhua fi}rqc I\luar}
luyén thuan thuc dé thuc hién cong viéc, thi sai

sOt trong cdc tién trinh thuc hién c6 thé xay ra, lam cho ké hoach thuc hién bi tre.

Tools & techniques

Learning cycle. Dya trén cac sy kién da biét, cac gia dinh va nghién ctru d€ tim cac rui ro
c6 the xay ra doi véi dy an. Cac rui ro nay dugc gia 1ap dé do muc do anh huong, va de xac
dinh cach phong ngtra.

Cause & Effect. Ky thudt phén tich rui ro dwa trén céc quan hé nguyén nhén — hdu qua, cdc
yéu to dugc phan loai chinh-phuy, va dién ta bang lugc do Ishikawa (hinh 7.2)

Brainstorming. Dya trén cac y kién phat sinh tir nhiéu quan diém (cua nhi€u nguoi) khac
nhau vé dy an d€ phan loai cac rui ro va mirc d¢ anh hudéng dén du an. Pay 1a mét phuong
phap lam viéc theo nhém, qua cic cudc hop hodc lam viéc tir xa.

Delphi Technigue. Brainstorming c6 mot khuyét diém 1a nhirng thanh vién trong cudc hop
thuong ngai dua ra cdc y kién mau thuan nhau, dic biét 1a voi nhitng nguoi ho di quen
biét. Delphi technique st dung phwong tién hd tro 1am viéc nhém qua “bi danh”, va y kién
ctia 1 ngudi s& duge chuyén cho ngudi khic dé yéu cau gbép y thém.
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7.3

Pour performance Better opportunity

High salary
Limited Advancement
opportunities
New challenges
, Key member
Conflicts Over time leaves
Pour working Unrealistic
conditions demands &
pressures
Pour team environment Job burnout

Hinh I1.7.2 Ishikawa (cause&effect) Diagram

Interviewing. Phong Van nhiing nguoi c6 nhiéu kinh nghiém trong du an hodc tuong tu. Ky
thuat nay phu thudc rat nhleu vao trinh do cta ngudi duoc phong van va ngudi phong vén,
cling nhu cdch phong van.

Gidm sdt cdc thay doi. Cac thay d6i khong duoc chuan bi trude thuong la nguyén nhén cua
cdc rui ro tdc dong tryc tiép dén du 4n, vi du: thay d01 yéu cau san pham, thay d6i ké hoach
lam viéc,.. déu din dén viéc phai lam lai (rework), tn thoi gian va kinh phi. Do d6 gidm
st cac thay ddi tir ndi bd va tir bén ngoai du 4an dé xdc dinh cdc rui ro 6 thé xay ra cho du
4n 1a rat can thiét. C6 4 thay ddi co ban dan dén rui ro trong céc duy 4n:

(a) Con nguoi. Trong cdc dy én, nhan luc quyét dinh su thanh cOng cua cdc tién trinh. Tuy
nhién sy no6 luc ctia mdi cé nhan phu thuoc nhiéu vio cdc yéu to khac nhu tam ly, sirc
khée, hoan canh,co hoi thang tién,... néu c6 thay doi trong cac yeu t6 nay, su nd lyc cé
nhan cho cong viéc sé& bi thay doi.

(b) Céng nghé. Vai trd ctia cong nghé ddi véi cdc tién trinh 1a tro gidp phuong phép tdi uu
cho cic xur 1y, dong thoi chuan hod cdc hoat dong nhan cong. Cong nghé méi c6 thé trg
gitip dac luc cho du 4n (gia ting MOV). Tuy nhién, Gmg dung cong nghé méi ciing tiém
an nhiéu tic hai do nhan thirc chua dﬁy du vé cong nghé mai ¢ ca 2 khia canh: tich hgp
hé thdng, va ing dung.

(c) Cdu tric. Dy 4n 1a mot h¢ thong, c6 cau tric li€n két nhi€u thanh phan véi muc tiéu cia
du 4n, vd: lién két cic tién trinh, cdc stakeholders, users va ngudi phat trién,... Néu c6
su thay doi trong cau tric lién két nay, co ché van hanh cta dyu an s€ bi anh huong 16n.

(d) Cong viéc. Céc hoach dinh vé yéu cau cong viéc 12 ngudn goc cho cic nd lyc cd nhan,
6 thé gdm nhiéu hoat dong chuan bi nhu nghién ctru, tip huin, tim cong cu, sap xép
lich ¢4 nhan,... Céc thay d6i vé cong viéc thuong 1am bo di nhing gi da duoc chuan bi
trudc day, va khong con thoi gian d€ chuan bi cho céc thay doi.

Néu c6 thay d6i trong 1 phuong dién, cic phuong dién con lai cling s& bi anh hudng.

Tién trinh phén tich & danh gia rii ro

La tién trinh x4c dinh muac do tac ddng cua cac rai ro dén du 4n (c6 thé tich cuc hodc tiéu

cuc), d€ du an quyét dinh c6 can thiet 1ap cac hoat dong phong ngura, khac phuc hay khong.

Muc dich cta phan tich rdi ro la xac dinh kha nang xuat hién cia cac rdi ro va mirc do tac

dong cua i ro 1€n du dn. Muc dich cua danh gid rui ro 1a dé xac dinh thi ty uu ti€n cta

cdc rui ro dé doi pho véi ching ¢6 hiéu qua nhat.
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Tools & Techniques

Exgect value. Expect value xem xé&t gia tri ciia cc ruii ro dbi véi du 4n (A*B), dua trén xdc
sudt xay ra (A) va anh hudng cua ting rui ro (B) 1én dy dn. A*B la kha nang thu dugc gid
tri hiru ich tlr céc rui ro, dé trg gitip du 4n quyét dinh chon Iya.

Théi han hoan thanh X*Ec AS‘;at Th“"(’"]‘gggp hat (21:%
Dy 4n hoan tat sém hon 20 ngay 5% $ 200,000 $ 10,000
Dy 4n hoan tat sém hon 10 ngay 20 % $ 150,000 $ 30,000
Du 4n hoan tat ding thoi han 50 % $100,000 $ 50,000
Dy 4n hoan tat tré hon 10 ngay 20 % - -

Dy 4n hoan tét tr& hon 20 ngay 5% - $ 50,000 - $ 3,000
(céc rai ro doc 1ap nhau) 100 %

Decision tree. Vi du: dé quyét dinh chon Full test hay Limited test, du 4n cin phén tich 2
phuong 4n testing nay. Full test can $10,000 dé test 95% s6 16i, 5% con lai néu bi phat hién
du 4n s& phai chi thém $2,000 dé stra. Nhu vay xdc sudt dé san phadm duoc chép nhén 1a
95% véi chi phi $10,000. D6i voi Limited test, xdc suat dugc chap nhan chi ¢6 30% vi chi
phi kiém thir 12 $8,000. Van dé ddi véi ngudi quan 1y dy 4n 1 chon phuong 4n riii ro cao

(Limited test) dé c¢6 loi nhudn 16n hay nguoc lai.

Pass =95 %
> $10,000
$0 5
Full test
$10.000
Fail =5 %
> $10,100
. $2.000 i
Testing 0
svstem -
Pass =20 % > $8,000
Limited
test
. Fail =70 %
. > $13,600
Hinh I1.7.3 Decision tree $ 8000 $
Risk Impact table.
Rii ro (Threats) Pml()?)b)lhty In(llfz;Ct (Sf)g;e) Ranking
1. Thanh vién tir bé nhém 40 % 4 1.6 4
2. Khdch hang khong thé dinh nghia 50 % 6 3.0 3
pham vi yéu cau )
3. Thoi gian dap ung khong chap 80 % 6 4.8 1
nhén dugc d/v khach hang
4. Cong nghé khong tich hop vao 60 % 7 4.2 2
phan mém
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7.4 Tién trinh giam sat & d6i phé rii ro

Khi ké hoach quén 1y rii ro dugc thiét 1ap, (vao thoi diém nay rui ro chwa xdy ra), cic biéu
hién cua rui ro can phai dugc gidm sat li€n tuc theo thoi gian dé phat hién rdi ro va dé kich
hoat kip thoi cac hoat dong do6i phé voi rii ro (Hinh 7.4).

Thoi diém hién tai

L

Nhan thirc i ;
V€ nguy co I ! “Tridu
Ri, Ry i | chimg” Xay ra Xay ra
Thoi gian 5 !
T, Thuc thi cdc ké Thuc thi cdc ké
| hoach phong ngtra. hoach khac phuc.

Hinh IL.7. 4 Giam sét va dbi phé rii ro

Déi vai cdc nguy co (threats), cdc hoat dong ddi phé cho rii ro can tap trung vao phong
ngtra nhiéu hon khic phuc. Noi dung cua céc hoat dong dbi phé véi rii ro bao gom:

1.

2.
3.
4

Xac dinh céc su kién kich hoat céc tién trinh d6i phoé ri ro.
Xic dinh ngudi gidm sat cdc rii ro va thyc thi cdc hoat dong dbi phé rui ro.
Xac dinh nguén luc can thiét dé thuc thi cdc tién trinh ddi pho rti ro.

Thong bédo cho céc noi li€n quan vé rui ro.
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