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Tuan 8: Quan ly dv 4n

Muc luc

* Ly do lip ké hoach du 4n

. * Cac budc lap ké hoach dw an

* Nhirng diém chu y khi 1ap ké hoach dw &4n




Muc tiéu

* Cung cip kién thic t6 chirc, vin hanh dw 4n don
gian va tinh gon

* Ky nang quan ly dv an ap dung trong moi trudong
san xuit, kinh doanh trong twong lai

Ly do lap ké hoach dw an

* Dw an dinh nghia & day la dw an ky thuat

* Lap ké hoach dv an l1a khau cwc ky quan trong
trong trién khai dw 4n

* Ké& hoach t6t rat ngén thoi gian
* Lam gidm chi phi
* Bdo dam tién do va chit lwong cong viéc

* Quan ly cong viéc tot hon, hiéu qua hon.
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. Cac buére lap ké hoach dw an .




Cac budc lap ké hoach duw an

e 1. Lap thong tin dw 4n

e M6 t3, muc tiéu du an

. 2. Lap danh sich va t6 chirc cong viéc duy an

 Danh sach céng viéc, t6 chirc thwe hién

3. Xac dinh thoi gian, thoi han dy an
o Du tru thoi gian, phan chia thoi gian theo cong viéc

4. Thuc hién va kiém tra tién do du 4n

e Thuc hién dw 4n va kiém tra tién do

I 5. Két thic du 4an

» Danh gia va bao cao

Cac budc lap ké hoach dw an

* Budc 1: Thiét 1ap thong tin chung cia dw an
1. Mo tadwan
. Muc tiéu

Két qué hay san phdm dw 4n

Khung thoi gian (Thoi diém tir lic bat dau dén thoi
di€m két thuc dy an)

Doi tdc/Khach hang

Cac bén lién quan

s O

Thanh vién va vai tro trng thanh vién

BOPSLHON T

Thong tin anh hwdéng dén ké hoach




Cac budc lap ké hoach duw an

* Budc 2: Lap danh sach cac cong viéc cho du an
* Danh sich cong viéc can chi tiét, ro rang, day du

* Danh séich chi tiét s& gitip ki€ém soat tién dd, quan ly
nhan lwc

* Cac thanh vién trong nhém can x4c dinh va liét ké tat
ca cong viéc

* Xac dinh nhan lwc, nguoén lwc (vat tw, tién bac),...

Cac budc lap ké hoach dw an

* Bwéc 2: T8 chike cic cong viéc trong dw an
* Phan chia va liét ké cac cong viéc theo tirng nhém

* Xac dinh md&i quan hé gitra cac cong viéc, nhém cac
cong viéc theo nhom

° Xép tht tw wu tién thuc hién cong viéc
* Cac cong viéc bat budc thuc hién

* S dung cac cong cu lap ké hoach dv an




Cac budc lap ké hoach duw an

* Budc 3: Xac dinh thoi gian cho tirng cong viéc dw
an
. * Tinh ding va du thoi gian can thiét cho tirng cong viéc
(dwa trén kinh nghiém va thuc t€)

° Linh hoat thoi gian cho cong viéc (khoan cong viéc
theo s0 gio, kiém tra theo cdt moc)

* Néu cong viéc kéo dai thi nén chia nhé cong viéc dé dé
kiém tra va xac dinh chinh xac thoi gian

° Lén dw tru thoi gian dw phong va cac rii ro

Cac budc lap ké hoach dw an

* Buwdc 3: Xac dinh cac thoi diém, thoi han dw an
* Panh diu cac su kién, cdc moc hoan thanh cic thanh
phan trong duw dn
° COotmdc dw 4n phuc vu 2 muc tiéu
* Gitup nhém danh ddu hoan thanh 1 muc tiéu > khich 1é
tinh than lam viéc
* Theo doi tién do c6 theo Kip ké hoach khong, néu khong
kip phai diéu chinh ngay dé kip tién do




Cac budc lap ké hoach duw an

* Buwdc 4: Thuc hién va kiém tra tién d6 du an
° Thuc hién dw an theo danh sach cong viéc va thoi gian
da lap
* Kiém tra, va theo doi tién d6 dw an (co6t moc/thoi han
thoi gian, ndi dung cong viéc, chat lwgng cong viéc,...).

* LAp danh sach kiém tra (checklist) tién dd néu can.

Cac budc lap ké hoach dw an

* Budc 5: Hoan tit dw an
. * DPanh gia cac két qua cong viéc da dat duoc.

* Kiém tra cic cong viéc va dw 4n da hoan thanh theo
dung thoi han hay khong

* Téng hop valam bdo cdo két qua




M6 hinh khac quan ly du an

PROJECT PROJECT PROJECT PROJECT PROJECT
Conception Definition Launch or Performance Project
&Initiation &Planning Execution & Control Close

1 2 3 4 5
Project Scope & Status & Objectives Post
Charter Budget Tracking Mortem

Quality
Project Work Breakdown KPIs Deliverables Project

Initiation Schdue Punchlist

Quality Effort & Cost
Gantt Chart Tracking Reporting

Forecasts
Communication Plan Performance
Risk Management
15

Cong cu lap ké hoach dv an




So d6 PERT

* Nam 1950, PERT (Program Evaluation and Review

Technique - K§ thuat kiém soat va danh gia chwong
trinh) ra doi cho quan ly dw an tén lira Polaris

. * So d6 PERT cho thiy 10 trinh, t6 chirc va thi tw cong
viéc wu tién

* Lap k& hoach ban dau, theo ddi tién trinh dw 4n dé
dang, dé quan sat cong viéc thuc hién, thanh vién
thwc hién

* Nhuoc diém: khéng nhin thiy khung thoi gian cia
moi cong viéc.

So do PERT

* D€ lap so d6 PERT can phai biét d6 dai cia cac
céng viéc va méi lién hé cta cac cong viéc d6. Khi

. 1ap so d6 PERT can tuin theo nhirng nguyén tac
sau:

* Mot so @6 PERT chi c6 mét diém dau va mot
diém cudi

* MOdi cong viéc dwoc biéu dién chi bang mot cung
c6 miii tén chi hwéng trén so do mang, c6 do dai
twong wng vai thoi gian thye hién cong viéc do.




So d6 PERT

* Congviécaco6 dd daila 5 (ngay) dwoc thé hién trong hinh

. - -
* Pau va cudi cac cung 1 cac nit, mdi nut 1a mot sw kién, ky

hiéu bang vong tron, bén trong danh s6 thi tw sw kién
a(3)
® ®
* Swkién s6 114 sw kién bat dau cdng viéc a, sy kién s6 2 1a
sw kién két thic cong viéc a, hai cong viéc a va b néi tié€p

nhau a(3) b(4) 19
® (0)——() —

So do PERT

* Hai cong viéc a va b dwoc tién hanh song song,

. cung bat dau, tinh thoi gian cong viéc dai nhat -

b(4)

* Hai cong viéc a va b hoi tu (c6 nghia la chiung
cung két thic cong viéc)

a(d)
@

b(4) 20




So d6 PERT

* Vi du: Can phai thwc hién 4 cdng viéc, cong viéc a c6 do dai 5
ngay, cong viéc b c6 do dai 3 ngay, cong viéc c c6 do dai 4
. ngay, cong viéc d c6 do dai 5 ngay, cong viéc b va ¢ dwoc tién
hanh sau céng viéc a, cong viéc d chi dwoc tién hanh sau khi
b va c da két thuc. Téng do dai cong viéc: 5+4+5 = 14 ngay

So d6 PERT

Céng viée Thixi gian thye hién Trinh tw cong vige So d0 PERT cia dir an 6 dang nhuw sau:
A 3 Lam ngay khéng tri hoan
B 5 Lim ngay khong tri hoin d(8)
c 3 Lam ngay khong tri hoan
D 8 Lam sau khi xong a
E Fl Lém sau khi xong a. b
F | 7 Lam sau khi xong ¢
G 3 Lam sau khi xong f

Yeéu cau: Vé so do PERT cia dir an. xac dinh dwong gan va thon gian dir irir cua cac

céng vige.
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So d6 Gantt

Nam 1910, Henry Gantt phat trién so d6 Gannt

Lap ké hoach don gian, dé nhin thiy khung thoi gian
Mbi dong biéu dién cong viéc riéng biét va khung
thoi gian twong (rng bang hinh chit nhat kéo dai tir
ltc bt dau dén khi két thic cong viéc

Dé xay dung, dé hiéu

Nhuoc diém: khéng thiy dwoc méilién hé gitra cac
cong viéc va do thir tw cong viéc wu tién

23

So d6 Gantt

Cac hoat déng va ) _Th(?i gian tl_u;rc_hié_n (thang) o
céng vige 9 [10(11|12|01|02|3 |4 |5(6|7 |8 -
ENIBE 7o 1=
VIBC 8 ...
VIBC 9 ............
24
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So sanh PERT va Gantt ==

| Uudiém | Nhuocdiém
. S0’ d6 PERT - Thiy dwoc moéilién - Khong quan sat dwoc .
hé va wu tién thit tv  khung thoi gian
cong viéc
Gidndé - D& quan satkhung - Khong thiy duoc mdi

Gantt thoi gian lién hé va wu tién thi
tw cong viéc

C6 thé két ho'p so’ @6 PERT va sor d6 Gantt dé két
hop wu thé cha tirng loai =

Nhirng diém can chu y khi 1ap ké

. hoach dw an .

26




Nhitrng diém can chu y

* Chd trong dén tirng chi tiét
* Quan ly thoi gian, thoi han hoan tat (deadline)
* Du tru thoi gian:

° Tinh thoi gian cho sai s6t va chinh stra

* Nay sinh cic van dé vao thoi diém cudi dw 4n hay
khong?

27

Ky nang quan ly thoi gian

* Bao dam hoan thanh ding tién d6 cong viéc
(deadline)

* Chu dong trong viéc str dung thoi gian hiéu qua

* Tiét kiém thoi gian va phan bé thoi gian dung
muc dich

* Dung cac cong cu Calendar, To-do list, Reminder,

ghi chu

28
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Nhitng diém cin chu y

* Phén b6 cong viéc cho cac ca nhan/thanh vién
. * Phén chia va viét tai liéu theo tién trinh du 4n
* Nhiém vu cac thanh vién trong nhém

St dung cac cong cu quan ly dw an:

* Phin mém Microsoft Project
° Phan mém Microsoft Excel
° Vé so do Pert, so do Gantt

* Cac rng dung quan ly dy an trén smartphone (quan ly
cong viéc, reminder, v.v.) »

Dung céng cu (Excel)

/7 /1 /1 /2 9/27 10/: o/ /-
o=
-
o
o -
chaythi2
P oon chu ki done ) R
Tung sin phim
Tang quan tinh hinh dw én Ngan sach Viéc dang d&

Thucté

KE hoach

e ko N ow & oW @
4

20000 30,000 40000 50,000 60,000 70,000 80,000 90,000 Quyét dinh Harh déng

Béi véu cBu
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Dung cbéng cu (Excel)

KE hoach thire hién

Nhiém vy Giao cho Bitddu  K&tthuc S6 ngay Tinh trang
Hop trién khai Truong 9/2 93 1 Hoan thanh
Duyt muc tigu Le 9/3 97 a Hoan thanh

Taichinh Linh 97 9/12 5 Hoan thanh

Yéu cdu phan mém Linh 9/9 m 2 Qud han
Yéu cau phan cirng Ngoc 9/11 9/15 4 Pang thyc hién
K& hoach ngubn It Linh 9/16 9/17 1 Pang thuc hién
Nhan sy Truong 9/17 9/21 4 Chura khési déng
Yéu cau ky thuat Hoang 9/24 10/2 8 Chura khési déng
Chaythir 1 Hoang 10/2 10/5 3 Chua khéi déng
Chay thir2 Hoang 10/5 10/7 2 Chua khéri déng
Chay thir I3n cudi Hoang 10/6 10/ 3 Chura khisi déng

Tung sin phim 10/9 10/10 1

Ti1g phan trim hoan thanh dir én

Hoan thanh 27.27%
Qua han 9.09%|
Dang thuc hién 18.18%
Chua bat dau 45.45%

File template Excel gian d6 Gantt trong thw muc Class Materials

Dung cong cu

QUANLY
CONG VIEC
Fr = GOOGLE
m r ! ﬂi CALENDAR
‘QUAN LY HIEU QUA THO' GIAN VA LICH LAM VIEC CUA BAN
e | ¥=slack Todoist G / [P Anydo
CLOUD Grt
STORAGE
<3 ‘ e
&

PROJECT MANAGER

OPPM @f GANTT CHART

Compare
ZUse




Dung cong cu

VNU-HCMUS

Office 365

Good evening £ Search
Apps Instal Office
@ a o B m T & @
Owook  Omome  Wod  bel  Poweron  OneNole  stacront  Tems (B sy roms

Explore all your apps >

55}
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