Chuong 1. Gii thiéu Téng quan vé QLDA CNTT.

CHUONG 1.

Gi6i thiéu Tong quan vé Quan Iy Dy An

Muc dich.
e Hiéu dugc cac nhu cdu ngay cang tdng clia nghé quan ly du an, dac biét
dG6i vGi cac du an CNTT.
Hi€u dugc cac Khai niém vé: Du an 1a gi, Quan ly du an.
Cac thanh phan cua khung lam viéc (framework) quan ly du an.
Kién thirc can thiét cho Quan ly du an.
Cac Giai doan Quan ly Du an, va
Phan mém phuc vu quan ly du' an

1.1. Md dau.

1.1.1 Vai s6 liéu théng ké vé QLDA.

e MO0i ndm My chi 2.3 nghin ti USD vao cac du an, bdng % GDP cla My.

e Toan thé gidi chi gan 10 nghin ti USD cho tat ca cac loai du an, trong s6
40.7 nghin ti USD clia tdng san lugng toan ciu.

e Hon 16 triéu nguGi xem quan tri du an la nghé cua minh; ngugi quan tri du
an c6 luong trung binh han 82,000 USD moi ndm.!

e Hon nira triéu du an phat trién cac ’ng dung CNTT dudc khdi ddng trong
nam 2001, so véi 300,000 du’ an nam 2000.*

e Cac chuyén gia dang nhan manh tdm quan trong cta quan ly du an. Tom
Peters da viét trong cudn sach cia minh “Reinventing Work: the Project
507 “Ngay nay mudn chién thang ban phai ndm viing nghé thuat quan ly
du an!”

1.1.2 Tai sao cac DA bi that bai.
Bi hiy.
e 33% cac DA bi hily (Vugt thGi gain hay chi phi). Nghién c(ru cua Standish
Group (CHAOS) nam 1995 trén 31% bi huy, ton kém 81 ti USD chi riéng tai
Hoa Ky.
Qua tai-Nhu cau cac du an CNTT cang tang
e Nam 2000, c6 300,000 du’ an CNTT mdi
e N3am 2001, trén 500,000 du an CNTT mdi dugc khai dong
Khong hiéu qua.
e Nhiéu DA khong bao gid dudc st dung.

' PMI, The PMI Project Management Fact Book, Second Edition, 2001
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Chuong 1. Gii thiéu Téng quan vé QLDA CNTT.
1.1.3 Tai sao cac DA thanh cong.

Pung thai han, trong pham vi kinh phi cho phép.
e Vugt qua khoang 10% — 20% dudc coi la chdp nhan dugc.

Nhém thuc hién khéng cam thay bi kiém soat qua muc.

Khach hang théa man:
e San pham DA giai quyét dugc van dé.
e Dugc tham gia vao qua trinh QL DA.

Ngudi quan ly hai long vdi tién do.
1.1.4. Cac Lgiich cia QLDA :

Kiém sodt t6t hon céc tai nguyén tai chinh, thiét bi va con ngudi
Cai tién quan hé vdi khach hang

RUt ngdn thai gian trién khai.

Giam chi phi

Tang Chat lugng va do tin cdy.

Tang Lgi nhuan.

Cai tién nang suat lao dong

PhGi hdp ndi b6 tot han.

Nang cao Tinh than lam viéc.

1.2. Cac Khai niém cg ban.

1.2.1. Dv an la gi?
e Du an I3 "mét no luc tam thdi dugc cam két dé€ tao ra mdt san phdm hodc
dich vu” (PMBOK® Guide 2000, p. 4).

e Du an 1a mét chudi cac cdng viéc (nhiém vu, hoat ddng), dugc thuc hién
nham dat dugc muc tiéu dé ra trong diéu kién rang budc vé pham vi, thdi
gian va ngan sach
Cac thuoc tinh caa du an

Dy an c¢é muc dich rd rang.

Du an mang tinh tam thdi.

Du an doi hoi st dung cac loai tai nguyén khac nhau.

Du an phai cé khach hang va/hodc don vi tai trg

Du an thudng mang tinh khéng chac chan

O O OO0 O
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Chuang 1. Gidi thiéu Téng quan vé QLDA CNTT.

1.2.2. Du an CNTT.
e CNTT = Phan ci’ng - Phan mém, su tich hgp phan cing, Phan mém va con
nguGi
e Du an CNTT = DA lién quan dén phan cirng, phan mém, va mang

o Thi du DA CNTT:CNorthwest Airlines c6 hé thdng dit chd méi goi 1a
ResNet (xem case study tai Web site www.course.com/mis/schwalbe)

1.2.3. B0 ba rang budc.
e Moi du an bi rang budc theo nhiéu cach, do:
0 Muc tiéu vé pham vi (Scope): Du an tim cach dat dugc cai gi?
o Cac muc tiéu vé thdi gian: Du an mat bao lau mdi hoan tat?
o Cac muc tiéu vé chi phi: Sé ton kém bao nhiéu?
e Nhiém vu clia ngugi quan ly du an la phai can déi nhirng muc tiéu thudng
hay xung dét nay.

Hinh 1.1. BO ba rang budc cua QTDA

Successiul project
management mears
meeting all three

goals (scope, time,
and cost }—and

s.atisf'grin? the project’s
sponmsor?
Target
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Chuong 1. Gii thiéu Téng quan vé QLDA CNTT.

1.2.4. Thi du. Bao cao nam 2001 cua Standish Group cho
thay su tién bo ro rét trong QTDA.

Thai gian qua han gidm dang k€, tir 222% xudng con 163%
M(rc vugt ngan sach giam tir 189% xudng con 145%

Cac tinh nang theo yéu cau dat 67% so véi 61% trudc day
78,0 du an cua My thanh cong so véi 28,000 trudc day
28% cac du an CNTT thanh cong, so v&i 16% trudc day

1.2.5. Quan ly Dv an la gi?

Quan ly du an la “rng dung kién thic, ky nang, cong cu va ky thuat vao cac
hoat ddng du an dé thda man cac yéu ciu clia du’ an.” (PMI?, Project
Management Body of Knowledge (PMBOK® Guide), 2000, p. 6)

Project Portfolio

Project 1

Project 2 .
i nterprise
9 Knowledge Areas Tools and ﬁ:ggzgi E:) Suc{lzss
Core Functions techniques Fro;ect 5
Scope Time Cost Quality Project 6
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Figure 1-2. Project Management Framework

Hinh 1.2. Khung lam viéc clia QLDA

2Vién Quan ly Du an (Project Management Institute - PMI) 1a mét hiép hdi cac chuyén gia qudc t€. Website:
WWW.pmi.org.
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Chuong 1. Gii thiéu Téng quan vé QLDA CNTT.

1.2.6. Cac Bén tham gia (lién quan -Stakeholder)

Cac Bén tham gia (lién quan) la tat ca nhirng ai cd lién quan hodc bi anh
hudng bdi cac hoat dong cla du an.

Cac Bén tham gia bao gém:—Nha tai trg,
Ngugi Quan ly Du an

Trudng Nhdm Ky thuat,

Cac Truang Nhom.

Cac Nhém Trién khai.

Khach hang,

Ngugi dung..

Nha cung cap

Nhirng ngudi chong lai du an.

1.2.7. 9 lanh vuc trong QLDA.

M6 ta cac ndng luc chi yéu ngudi quan ly du' &n can phat trién :
e 4 lanh vuc cd ban (pham vi, thdi gian, chi phi, va chat lugng) :
% QL Pham vi. Xac dinh va Quan ly tat ca cac céng viéc dugc thuc hién
trong du an.
% QL Thdi gian. Udc lugng thdi gian, 1ap lich biéu va theo dbi tién dd thuc
hién dam bao hoan tat ddng thai han.
% QL Chi phi. Dam bao hoan tat du an trong kinh phi cho phép.
% QL Chat lugng. Bam bao chat lugng theo ding yéu cau dat ra.

e 4 13nh vuc ho trg 1a phuong tién dé dat cadc muc tiéu cta du &n (quan ly
ngudn nhéan luc, truyén thong, rui ro, va mua sam) :
< QL Ngudn nhan luc.
< QL Truyén thong.
& QL Ruiro.
< QL Mua s3m trang thiét bi.

e 1 lanh vuc tich hgp (project integration management) tac dong va bi tac
dong bdi tat ca cac lanh vuc & trén
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Chuong 1. Gii thiéu Téng quan vé QLDA CNTT.

1.3. CAC GIAI POAN CUA CAC DU AN CNTT.
Muc dich Cac hoat dong tron¢ Tién hanh Tai liéu va cac méc Vai tro Ngu'Gi
tirng giai doan diém QLDA, CBKT
XACPINH | Tim hiéu dé cd | Muc dich, muc Quan Ly DA. | Y tudng vé DA
danh gia khai tiéu (NDung Thong qua)
dau. Trinh bay van Yéu cau Ndung.
de. Bang cac Rui ro
Dbang gia rdi ro. K€ hoach Khéi dau.
K€E hoach & udc (Cac  Thanh  vién
tinh. thong qua)
Hién chuang DA
(NDung thong qua)
PHAN TICH | Hé théng s& Giao dién nguGi | Xem xét, bac ta Chidc nang
lam gi dung. (Ndung thong qua)
Cac diéu khoan K€ hoach cudi cling
hgp dong. PEé xuat thuc hién
Thiét k& ban (Ndung thong qua)
dau.
THIETKE | Cicphancia | Quyét dinh xay | Bdo cdo Dc ta Thiét k&
Hé thong, Hé dung/Mua. Tinh hinh. (Théng qua KT)
thdng sé lam Thiét k& K& hoach kiém thr sui
viéc nhu thé 4L Chap nhan
nao. I)l(,reémn gxlet ky Uéc tll'nh da dugd
xem xét ai.
(Théng qua vé Chat
lugng)
THUCHIEN |L3p rap cac| Lap trinh. Thiét k& cac Thanh
thanh phan Xay dung/Mua. ph”é[\
Khéach hang héa. (Thong qua KT)
Kiém thor ting K(i hoi_ach Kiém thu
phan Hé tAhong.
’ (Thdng qua KT)
Cac Thanh phan da
dugc  kiém  thd.
(Théng qua KT).
. Tai liéu sit dung
KIEM THU' | Lam viéc, Hé| Tich hgp. Hé théng lam viéc
HE THONG | thdng hiéu | Kifm tra chat Kiém thtr Hé thdng.
chinh nhitng sai | lugng ki cang. Bao cdo
sot. (Thong qua vé Chat
. lugng)
KIEM THU |Suchdpnhan | Qui trinh Chép Kiém the sy Chép
SU CHAP clia khach nhan nhdn (Nding thdng
NHAN hang. qua)
Bao cdo
(NDung thdng qua)
VAN HANH | Cai d&t rong rdi | Cai d&t rong rai. Hé théng mdi co
va hoan thanh. | Chuyén doi. dugc dung ?
Pao tao, Ho trg, (Thu Ndung)
Xem xét. Bao cao Dao tao
K€E hoach Ho trg.
(Ndung théng qua)
Xem xét. Bdo cao
hoan thanh DA.
Trwong My Dung 10

www.fit.hcmuns.edu.vn/~tmdung

Mail= tmdung@fit.hcmuns.edu.vn

CuuDuongThanCong.com

https://fb.com/tailieudientucntt



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

Chuong 1. Gii thiéu Téng quan vé QLDA CNTT.

1.4. CHU TRINH SONG CUA MOT DU AN.

Chu trinh sdng trong phét trién hé théng (Systems Development Life Cycle -
SDLC) Ia khung lam viéc dung d€ md ta cac giai doan trong qué trinh phat
trién va duy tri hé théng thdng tin. Chu trinh séng cta du &n la nhdm céc giai
doan cua du an. Cac giai doan cua du an thay d6i tuy theo du an hodc lanh
vuc kinh doanh, nhung cac giai doan chung bao gom:

< Quan niém (conception)

% Trién khai (development)

% Thuc hién, cai dat (implementation)

% Keét thuc.

1.5. CAC QUI TRINH QL DU AN.
Khé&i dong DA.

Lap Ké hoach DA.

Thuc thi DA.

Kiém soat & Diéu khién.

Két thuc.

X/
R4

R/
'0

R/
°

R/
°

3

*

1.6. Cac cong cu va ky thuat QLDA.
Céc ¢cdng cu va k¥ thuat QLDA hé tro ngudi quan ly dw an va nhom dw an
trong nhiéu Ianh vwe cla quan ly dw an. Chéang han:
e DP&QLPhamvi = WSM,..
e D& QL Thoigian = So dd Gantt,..
e D& QL Chiphi = EVM,.. Uéc lwgng Chi phi, cac Phan mém vé tai chinh,..

1.7. Cac Kién thirc can thiét dé QLDA.
Phan I8n kién thic can thiét d€ quan Iy du an la kién thdc riéng clia nganh
QLDA. Ngoai ra, Ngugi quan tri du an con phai cé kién thirc va kinh nghiém
trong
e Quan ly tdng quét
e Lanh vutc Ung dung cla du an

< Cac ky nang can thiét ciia ngudi quan tri du an.
= Ky nang giao ti€p: 1dng nghe, thuyét phuc.
= Ky nang t6 chic: 14p k& hoach, xac dinh muc tiéu, phan tich.
» Ky ndng xdy dung nhdm: thiu hiéu, thic day, tinh than ddng doi.
= Ky ndng lanh dao: nang dong, cé tam nhin, biét giao nhiém vu, lac
quan.
» Ky nang déi phd: linh hoat, sang tao, kién tri, chiu dung.
= Ky ndng cong nghé: kinh nghiém, ki€n thifc vé dy an

Trwong My Dung 11
www.fit.hcmuns.edu.vn/~tmdung
Mail= tmdung@fit.hcmuns.edu.vn

CuuDuongThanCong.com https://fb.com/tailieudientucntt


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

Chuong 1. Gii thiéu Téng quan vé QLDA CNTT.

Bang 1-6. Cac dac trung quan trong nhat cia ngudi QLDA hiéu qua va
kém hiéu qua

_Hiéu qua Kém hiéu qua
e Guadng mau e Thi€u guong mau
e Nhin xa e Kém tutin
e Thanh thao vé k¥ thuat e Thiéu kién thirc chuyén mon
e Quyét doan e Giao ti€p to6i
o Giao tiép tot e Thic day cdng viéc toi
e Thic day céng viéc
e Dam duaong dau vdi cap trén

khi can thiét
Ho trg cac thanh vién
e Khich Ié cac y tudng mdi

1.8. Phan mém QTDA.

e N3m 2003, c6 hang trém san pham khac nhau hd trg quan tri du 4n
e Ba chdng loai chinh:
o Cac cong cu Low-end: phuc vu cac du an nhd, gia dudi 200 USD /
ngudi dung
o Cac cong cu cd trung (Midrange): phuc vu cho nhiéu du’ an va ngudi
dung, gid 200-500USD / ngudi dung. Phan mém Project 2000 1a phd
bién nhat
o Cac cong cu High-end: con dudc goi la Phan mém QTDA Xi nghiép
e Phan mém Project 2002 ch(ra phién ban riéng cho QTDA Xi nghiép (Xem
Phu luc A d€ biét cach sir dung Project 2002)

1.9. Két ludn. C6 thé ap dung QLDA cho nhiéu lanh vue.

e Quan ly du an dugc ap dung cho cbng viéc cling nhu' cac du an ca nhan

e Quanly du an dugc ap dung cho nhiéu nganh khac nhau (CNTT, xay dung,
tai chinh, thé thao, 1ap k& hoach cho cac su kién ...)

e Cac ky ndng quan ly du an co thé gilp d3 trong cudc séng hang ngay.
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Chuong 1. Gii thiéu Téng quan vé QLDA CNTT.

1.10. CAU HOLI.

Tai sao lanh vyc quan tri dw an nhan dwoc sy quan tdm dac biét?

2. Dy an la gi? N6 khac v&i nhirng cong viéc nguwoi ta thwong lam & nhiing
diém nao?
Quan ly dy an la gi? Trinh bay khung lam viéc cuda quan ly dy an.

3.  Quan ly dw an lién quan dén céac lanh vwc khac nhw thé nao?

4.  Trinh bay cac sw kién chinh trong lich st quan tri dy an. Dy an nao dau
tién st dung ky thuat quan ly dw an “hién dai”

5. Mb6tatom tat 5 giai doan quan ly dw an (khO’I dong, 1ap ké hoach, thuc thi,
diéu khién va két thac). Qui trinh nao chlem nhiéu thdi gian nhéat cta cac
thanh vién dw an? Tai sao? Trong mdi qui trinh cac thanh vién dw an phai
déi méat véi nhivng thach thirc ndo?

6. Mb ta cac xu hwéng hién nay vé bang cip quan ly dw an va cac cong cu
phan mém hé tro quan ly dy an.

7.  Chu trinh sdng dvw an khac véi chu trinh séng san phdm nhw thé nao? Tai
sao nguwoi quan tri dw an phai ndm virng ca hai diéu nay?

8.  Trinh bay nhitrng k§ ndng quan trong nhat ctia ngwdi quan ly dw an CNTT.

1.11. Bai tap

1. Tim mot bai viét trén Internet vé quan ly dy an CNTT (Information
technology Project management). Viét mét trang bao cdo gi¢i thiéu bai viét
nay. (Cé thé tham website cha cac tap chi nhw Information Week,
Computer World, Information World).

2. Tim hiéu vé& phan mém Microsoft Project 2003 tai website
www.microsoft.com/project. Viét 2 trang bao cao tra |&i cac cau hdi sau:

a. Phan mém nay cung cap nhirng tinh ndng gi (ma cac phan mém phd
bién khac nhw bang tinh, database khong thé hodc khé lam duorc).

b. Phan mém nay c6 dé hoc cach st dung khéng?

c. Céac dau vao va diu ra clia phan mém nay la gi?

d. Nhirng khac biét chinh gitra phién ban xi nghiép (enterprise version) va
phién ban chuén (standard version) ctia Project 2002.

3. Tim trén Internet mot bai viét vé Chu trinh sbng trong phat trién phan mém
(software development life cycle). Viet mét trang bao cao trinh bay cac y
chinh ctda bai viét.

4. Tim trén cac website thong tin vé céac ky nang quan ly dy an (project
management skills). Viét bao cao 2 trang tong ket nhirng gi ban tim thay,
cung v&i y kién riéng cua ban.
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Chuong 1. Gii thiéu Téng quan vé QLDA CNTT.

TU KHOA - KEY TERMS.

o DUONG TOT HAN (CRITICAL PATH) — Budng dai nhét trong sG d6 mang xac dinh thdi
gian hoan thanh sdm nhat clia ca du an (the longest path through a network diagram that
determines the earliest completion of a project).

o PHAN MEM QUAN LY DU AN (ENTERPRISE PROJECT MANAGEMENT SOFTWARE) —
Phan mém tich hgp thdng tin tir nhiéu du an dé trinh bay tinh trang cac du an dang lam,
da dugc duyét va tudng lai  trong mét t6 chlc tron ven (software that integrates
information from multiple projects to show the status of active, approved, and future
project across an entire organization).

o SO PO (CHART) GANTT - la dinh dang chuén dé trinh bay thdng tin lich bi€u bang cach
liét ké cac hoat dong cla du an vdi cac thdi diém khdI dong va két thic theo mot dinh
danh lich (a standard format for displaying project schedule information by listing project
activities and their corresponding start and finish dates in a calendar format).

0 CHUONG TRINH (PROGRAM) — M6t nhém du én dudgc quan ly mdt cach phdi hdp (a
group of projects managed in a coordinated way).

o DU AN (PROJECT) — la mdt cd gang giao thdi lam dé thuc hién dugc mdt muc dich duy
nhé:t (a temporary endeavor undertaken to create a unique product or service).

0 QUAN LY DU AN (PROJECTS MANAGEMENT) — la su’ ('ng dung tri thirc, k¥ ndng, cong cu,
va k¥ thudt trong cac hoat dong clia du 4n d€ thda man cac yéu cdu cla du an (the
application of knowledge, skills, tools, and techniques to project activities in order to meet
project requirements).

o PMI (PROJECT MANAGEMENT INSTITUTE) — Vién Quan tri Du an (international
professional society for project managers).

0 PROJECT MANAGEMENT KNOWLEDGE AREAS - Cac lanh vuc kién thic QL Du an
(project integration management, scope, time, cost, quality, human resource,
communication, risk, and procurement management)

o PMO (PROJECT MANAGEMENT OFFICE) — Nhiéu doanh nghiép hinh thanh cdc nhém t&
chirc chiu trach nhiém vé diéu phdi chifc nang quan ly du an trong toan doanh nghiép (an
organizational group responsible for coordinating the project management functions
throughout an organization).

o PMP (PROJECT MANAGEMENT PROFESSIONAL) — chitng chi dugc cap bdi PMI néu dat
yéu cau vé kinh nghiém tu liéu hda, dong y theo luat ctia PMI, va qua dugc mot ky thi day
da (certification provided by PMI that requires documenting project experience and
education, agreeing to follow the PMI code of ethics, and passing a comprehensive
examination). R i

o CONG CU & KY THUAT QL DU AN (PROJECT MANAGEMENT TOOLS AND TECHNIQUES)
— Cong cu va ky thuat trg gidp Nha QL Dy an va nhém du an (methods available to assist
project managers and their teams).

o NHA QL DU AN (PROJECT MANAGER) — Ngu®i chui trach nhiém Iam viéc vdi nha tai trg,
nhém du &n, va nhitng ngudi khac cd lién quan t&i du an dé dat muc tiéu cia du an (the
person responsible for working with the project sponsor, the project team, and the other
people involved in a project to meet project goals).

o NHA TAI TRO DU AN (PROJECT SPONSOR) — Ngudi cung cdp dinh hudng va tai chinh
cho du an (the person who provides the direction and funding for a project)

o CAC BEN THAM GIA (STAKEHOLDERS) — Ngudi lién quan dén hay bi anh hudng bdi cac
hoat dong du an (people involved in or affected by project activities).

o B0 BA RANG BUOC (TRIPLE CONSTRAINT) — can ddi gitra muc tiéu pham vi, thdi gian va
chi phi (balancing scope, time, and cost goals).
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Chuong 1. Gii thiéu Téng quan vé QLDA CNTT.

ON TAP
Hay chon nhitng cau trd 16i phu hop twr liét ké sau day vao nhirng ché con

tréng:
(Fill in the blanks by selecting the appropriate answers from the following list)

A. Du an (project) K. Vién Quan ly DA (PMI)
B. Quan Ly DA (project management) | L. Phan mém QL DA Doanh nghiép
C. Ngudi tai trg DA (project sponsor) M. VP QL DA (PMO)
D. Pham vi (scope) N. Sc d6 Mang Iugi DA (project network diagram)
E. Chat lugng (quality) 0. Cac Bén tham gia (stakeholders)
F. Thai gian (time) P. BO ba rang budc (triple constraint)
G. Rdi ro (risk) Q. Sg db Gantt
H. Chi phi (cost) R. Chugng trinh (program)
I. NguGi QTDA (project manager) S. Project Management Professional (PMP)
J. CompTIA T. Phan Mém Microsoft Project 2002
1. tich hgp thdng tin tir nhiéu du &n d€ trinh bay tinh

trang cac du an dang lam, d& dudc duyét va tuong lai & trong m 6t t& chirc tron ven.
2. Ngudi lién quan dén hay bi anh hudng bdi cac hoat dong du an

Ban c6 thé dugc cip chiing chi bai PMI néu dat yéu

cau vé kinh nghiém tu liéu hda, dong y theo luat cia PMI, va qua dugc mot ky thi
day da.
4, Mot la dinh dang chudn dé€ trinh bay thdng tin lich biéu

bang cach liét ké cac hoat ddng cua du an v4I cac thdi diém khdl dong va két thic
theo mot dinh danh lich.
5. Quan ly b6 ba rang budc yéu cau can doi tra gia gilra ,
, va muc tiéu.

6. MOt la mét cd gang giao thdi lam dé thuc hién dugc mét
muc dich duy nhat.

7. Nhiéu doanh nghiép hinh thanh cdc nhém td chirc chiu trach nhiém vé diéu phdi
chtc nang quan ly du 4an trong toan doanh nghi€ép goi Ia
mot

NguGi cho dinh hudng va ngan sach cho mot du an la
MOt nhom du an dugc quan ly moét cach ph6éi hop dudc goi la  mot

10. la su ing dung tri thirc, ky nang, cong cu, va ky thuat
trong cac hoat dong clla du an dé thoa man cac yéu cau cua du an.
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