Chuaong 2. QL Pham vi.

CHUONG 2.
Quan ly Pham vi Du’ an

Muc dich.
e Hiéu dugc tdm quan trong cia QL Pham vi.
e Hiéu dugc Qui trinh QL Pham vi.
e MO ta su ho trg cia phan mém trong quan ly pham vi du an

2.1. QLPham vi lagi?

e Pham vi (Scope) la mot Danh sach tat ca nhitng gi Du an phai lam (va
cling co6 thé& 1a mét danh séch tat ca nhitng diéu ma du an khdng phai lam).
Du an phai c6 mét pham vi dugc viét ra rd rang, néu khong Du an sé
khong bao gid két thuc.

e Cac Két qua chuyén giao (Deliverables) 1a nhitng Két qua cla Du an
ma sé chuyén giao: nhu 1a Phan c’ng, phan mém (mua hodc dat Iam), Bao
hanh, Tai liéu, Dao tao va phuong thic chuyén giao.

e Nhdém du &n va cac bén lién quan (Stakeholders) phai cling hi€u nhitng san
phdm nao dudc tao ra nhu 1a két qua clia du &n va ching dugc tao ra nhu
thé nao.

2.2. Cac Qui trinh QL Pham vi DA.

o Khdi dong: B3t dau mot du an hodc chuyén tiép sang giai doan tié€p theo.

o Lap k& hoach pham vi: phat trién cic tai liéu nhdm cung cdp nén tang
cho cac quyét dinh vé dy an trong tuong lai

e Xac dinh pham vi: chia nhd cac san phadm trung gian ctia du én thanh cac
thanh phan nho han, dé quan ly han

o Kiém tra pham vi: hgp thic hda viéc chdp nhdn pham vi cta du én

o Diéu khién thay ddi pham vi: diéu khién nhirng thay déi cta pham vi du
an.

2.2.1. Khdgi dong:
2.2.1.1. Chondu an.
o Ké hoach chién lugc
e Budc dau tién trong khai dong du an la nhin vao buc tranh tdng thé hay la
ké hoach chién lugc cla cong ty
K& hoach chién lugc doi héi xac dinh cac muc tiéu nghiép vu lau dai
e Cacdu an CNTT can ho trg cac muc tiéu chién lugc va tai chinh

R/
0.0

Xac dinh cac du an tiém nang
Sau dé chon cac du an CNTT va phan bo tai nguyén
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Chuaong 2. QL Pham vi.

e Cac phucong phap chon du an.

Tap trung vao nhu cau chung

Phan loai du an

Phan tich tai chinh

Dung WSM (mé hinh tinh diém cb trong s6)
Thuc hién BC (Bang diém can déi)

2.2.1.2. Ton chi (Charter) vé du an.

Ton chi Dy an (Project Charter)

Tén du an (Project Title):
Ngay bat dau:Project Start Date: Ngay két thic(Projected Finish Date):

Thong tin vé Kinh phi (Budget Information):
GD Dy an (Project Manager) Ho Tén, BT, Email

Muc tiéu du an (Project Objectives):

Cach tiép can (Approach):

Vai tro va Trach nhiém (Roles and Responsibilities)

Vai tro Ho Tén T& chirc/Vi tri Lién hé

Organization/Position (Contact information)

Ky tén (Sign-off): (Chir ky cia moi thanh vién tham gia. C6 thé ky tén vao bang trén.
Chu thich (Comments): (Handwritten or typed comments from above stakeholders, if
applicable)

2.2.2. Lap ké hoach pham vi:
La qua trinh xdy dung cac tai liéu nhdm cung cdp nén tang vé pham vi cla du
an. Tuyén bo vé pham vi (scope statement) gom:
e Kiém chirng vé du an (project justification)
e M5 ta ngdn vé san phdm cla du an
e Tong két vé tat ca cac san phdm trung gian clia du an
e Tuyén b0 vé nhitng yéu t6 xac dinh thanh cong cta du an
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Chuaong 2. QL Pham vi.

PHAT BIEU VE PHAM VI - Scope Statement

Tén du an- (Project Title):
| Ngay — (Date): Ngu'@i viét: (Prepared by):
Ly Giai vé du an (Project Justification):

Cac tinh chat va yéu ciu caa san pham:

(Product Characteristics and Requirements):
1

2.
3.
4.

Tong két vé cac san pham chuyén giao cia du an.

(Summary of Project Deliverables)
Cac két qua lién quan dén quan ly du an (Project management-related)
deliverables): business case, charter, team contract, scope statement, WBS,
schedule, cost baseline, status reports, final project presentation, final project
report, lessons-learned report, and any other documents required to manage
the project.
San pham lién quan (Product-related deliverables): research reports, design
documents, software code, hardware, etc.

1.

2.
3.

Cac yéu cau dé danh gia su thanh céng cua dv an:
(Project Success Criteria):

2.2.3. Xac dinh pham vi:
e Sau khi hoan tat ké hoach vé pham vi, budc ti€p theo la xac dinh chi ti€t cong viéc
bang cach chia thanh cc cdng viéc nho hon cé thé quan ly dugc
e Xac dinh ding pham vi:
o Gilp cai tién su chinh xac vé thai gian, chi phi, va tai nguyén
0 Xac dinh nén tang dé do hiéu sudt van hanh va diéu khién du an
0 Gilp truyén dat rd rang cac trach nhiém cia moi cong viéc.
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e Cau trac phan ra cong viéc (WBS).
o Chia nhé cong viéc theo so do phan cap.

Chuaong 2. QL Pham vi.

WBS cho Du an:

Ngudi viét: Ngay:

1.0 Loai cong viéc chinh 1
1.1 Loai cong viéc con
1.2 Loai cong viéc con
1.2.1 Sub-subcategory
1.2.2 Sub-subcategory
1.3 Loai cong viéc con
1.4 Loai cong viéc con
2.0 Loai cdng viéc chinh 2
2.1 Subcategory
2.2 Subcategory
2.2.1 Sub-subcategory
2.2.2 Sub-subcategory
2.3 Subcategory
2.4 Subcategory
3.0 Loai cong viéc chinh 3
3.1 Subcategory
3.2 Subcategory
3.2.1 Sub-subcategory
3.2.2 Sub-subcategory
3.3 Subcategory
3.4 Subcategory
4.0 Loai cOng viéc chinh 4
4.1 Subcategory
4.2 Subcategory
4.2.1 Sub-subcategory
4.2.2 Sub-subcategory
4.3 Subcategory
4.4 Subcategory

o Cac nguyén ly co ban tao WBS

1. Mét don vi cdng viéc chi xuat hién mét noi trong WBS.

2. N6i dung cong viéc trong mot muc WBS bang tdng cac cong viéc dwdi nd.

3. Mot muc WBS 1a nhiém vu cla chi mot ngudi, ngay ca khi co nhiéu nguoi
thwe hién cdng viéc nay

4. WBS phai nhat quan véi cach thuc hién cbng viéc; tredc hét n6 phai phuc vu

nhom dy &n va cac muc dich khac néu thwe té cho phép.

5. Cac thanh vién nhém dw an phai tham gia phat trién WBS dé bao dam tinh
nhat quan.

6. M&i muc WBS phai c¢o tai liéu di kém dé bao dam hiéu dwoc chinh xac pham
vi cong viéc.

7. WBS phai 1a cong cu linh hoat d& dap (ng nhirng thay ddi khong tranh dworc,
diéu khién ndi dung cong viéc theo ding tuyén bé vé pham vi.
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2.2.4.

2.3.
2.4.

Chuaong 2. QL Pham vi.

Kiém tra pham vi & Piéu khién thay doi pham vi:

R4t kho tao dwoc tuyén bd pham vi tét va WBS té6t cho mot dw an

Kiém tra pham vi dy an va giadm thiéu thay ddi pham vi la diéu khé hon
Nhiéu dw an CNTT chiu phai tinh trang « pham vi phinh ra » (scope creep)
va kiém tra pham vi tdi.

O O

(@)

Dung Phan mém MP dé QL Pham vi. Xem chi tiét trong Phu luc A.

Cau hoi. ) ) ,
1. Quén ly pham vi dy &n gom nhirng gi? Tam quan trong ctia n6 doi v&i cac dy an CNTT.
2. Céc phwong phap chon dw an. Dung vi du dé& minh hoa.
3. Cac thanh phan chinh cua ban tuyén bd pham vi (scope statement). Tai sao phai c6 ban
tuyén bo pham vi néu da cé tuyén bo dw an va WBS.
4. Trinh bay cac phwong phap xay dwng WBS, giai thich tai sao cong viéc nay thwong rat
kho.
5. Mo ta mot du an bi “vwot pham vi “ (scope creep). Cé thé tranh tinh huéng nay duoc
khéng?
6. Tai sao dé st dung phan mém quan ly dw an phai co WBS t6t? Gidi thidu cac loai phan
mém khac dung trong quan tri pham vi di an.
2.5. Baitap. ) ,
Dung Excel dé tao cac BANG 1, BANG. 2 sau day. Bao dam cac cong thirc tinh chinh xac.
BANG 1
Dw an Nam 1 Nim 2 Nam 3 Nam 4 Nim 5 Téng
Lgi nhudn $0 $2,000 $3,000 $4,000 $5,0000  $14,000
Chi phi $5,000 $1,000 $1,000 $1,000 $1,000 $9,000
Cash Flow -$5,000 $1,000 $2,000 $3,000 $4,000 $5,000
NPV
e Niém 1 N&m 2 Niém 3 Nim 4 Nam 5 Téng
Lgi nhuan $1,000 $2,000 $4,000 $4,000 $4,000 $15,000
Chi phi $2,000 $1,000 $2,000 $2,000 $2,000 $10,000
Cash Flow -$1,000 $0 $2,000 $2,000 $2,000 $5,000
NPV X X L4 AT T a3 A 14
BANG 2. MO HINH TINH DPIEM CO TRONG SO DE CHON DU AN.
Tiéu chuan Trongsdé |Duwanl | Dvan2 |Duan3 | Duan4
1 25%) 90 90 50 20
2 15% 70 90, 50 20
3 15% 50 90 50 20
4 10%) 25 90, 50 70
5 5% 20 20 50 90,
6 20% 50 70 50 50
10% 20 50 50 90
Trong s6 Pham vi Du' an (WPS)
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Chuaong 2. QL Pham vi.

TU KHOA - KEY TERMS.

o BANG DIEM CAN DOl (BC=BALANCED SCORECARD) — Mét phwong phap luan
cho phép chuyén déi nhitng gia tri hang dau ctia mét té chirc (nhw dich vu khach
hang, ..) thanh mét chudi cac do lwéng duoc xac dinh (a methodology that converts
an organization’s value drivers, such as customer service, innovation, operational
efficiency, and financial performance, to a series of defined metrics).

o Cach tiép can “Tr dwéi 1én” (BOTTOM-UP APPROACH) — dé tao WBS (creating a
WBS by having team members identify as many specific tasks related to the project
as possible and then grouping them into higher-level categorie)

o Doéng Tién mat (CASH FLOW) = Loi nhuan — Chi phi (hay Thu nhap — Chi tiéu)
(benefits minus costs or income minus expenses).

o Chi phi ctia Vén (COST OF CAPITAL) — Khdan thu héi do dau tw vén (the return
available by investing the capital elsewhere).

o KET QUA CHUYEN GIAO (DELIVERABLE) — San pham (két qua) cta dw an (a
product, such as a report or segment of software code, produced as part of a project).

o Thanh phan giam gia (DISCOUNT FACTOR) — mét nhan t& cho hang ndm dy trén
ty suat giamgia va nam (a multiplier for each year based on the discount rate and
year).

o Ty suat giamgia (DISCOUNT RATE) — Ty suét nhd nhat chap nhan dwoc cho thu hoi
vbn dau tw, dwoc qui dinh dwdi dang %, chang han nhw 8% (the minimum acceptable
rate of return on an investment; also called the required rate of return, hurdle rate, or
opportunity cost of capital, shown in a percentage format, such as 8 percent)

o Khé&i déng (INITIATION) — B4t ddu mét dw an hay tiép tuc cho giai doan tiéo theo
cla dw an (committing the organization to begin a project or continue to the next
phase of a project)

o IRR (INTERNAL RATE OF RETURN) — Ty suét gidm gia c6 dwoc tr mdt NPV bang
khong cho mét dy an (the discount rate that results in an NPV of zero for a project).

o ANH XA GHI NHO (MIND MAPPING) — Mét ky thuat ma c6 thé dwoc st dung dé
phat trién cac WBS bang cach dung cac nhanh téa ra tr mot y twéng cét 16i trung
tam dé cau tric cac suy nghi va y tudng (a technique that can be used to develop
WBS by using branches radiating from a central core idea to structure thoughts and
ideas).

o Phan tich NPV (NET PRESENT VALUE analysis) — Mot phwong phap tinh téan Gia
tri tién té ky vong (I&i hay 16 tr mot dw an bang cach giam moi gia tri ky vong dong
tién mat trong twong lai  d6i voi  thoi diém hién tai (a method of calculating the
expected net monetary gain or loss from a project by discounting all expected future
cash inflows and outflows to the present point in time), cong thirc dwoc cho b&i Phu
luc 1. Chuong 2.

o THOI CO (OPPORTUNITIES) — Co hoi dé cai tién t6 chirc (chances to improve the
organization).

o Thoi gian hoan von (PAYBACK PERIOD) — Lwong thoi gian cé thé dén bu dudi
dang dong tién mat rong, Tién dau tw rong trong mot dw an (the amount of time it will
take to recoup, in the form of net cash inflows, the net dollars invested in a project)

o Van dé (PROBLEM) — Mét tinh huéng khéng mong muén can tré td chirc dat dwoc
muc tiéu cta dy an (undesirable situation that prevent the organization from achieving
its goals).

o Ton chi/Ndi qui ciia Dy’ an (PROJECT CHARTER) — Mét tu' liéu ma cd thé nhan biét
mot cach hinh thdc sy ton tai cia mét du an va cung cap vé muc tiéu va quan ly du
an (a document that formally recognizes the existence of a project and provides
direction on the project’s objectives and management).
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Chuaong 2. QL Pham vi.

o Quan ly Pham vi Dw an (PROJECT SCOPE MANAGEMENT) — Qui trinh lién quan
trong viéc xac dinh va kiém soat nhirng cdng viéc nao thudc hay khéng thudc dy an
(the processes involved in defining and controlling what is or is not included in a
project).

o Ty suét qui dinh cia Hoan vén (REQUIRED RATE OF RETURN) — Ty suét hoan
von tbi thiéu chdp nhan duwgc (the minimum acceptable rate of return on an
investment).

o Két qua thu dworec nhé dau tw (ROl = RETURN ON INVESTMENT) — (lgi nhuan —
chi phi)/chi phi ( [benefits minus costs] divided by costs).

o PHAM VI (SCOPE) — Moi ¢cdng viéc lién quan dén dy an va qui trinh s dung dé tao
ra chung (all the work involved in creating the products of the project and the
processes used to create them.)

o DIEU KHIEN THAY DOl PHAM VI (SCOPE CHANGE CONTROL) — (controlling
changes to project scope).

o NEP GAP PHAM VI (SCOPE CREEP) — Khuynh hwéng cho mét dw an ctv phinh to
ra (the tendency for project scope to keep getting bigger and longer).

o Xac dinh pham vi (SCOPE DEFINITION) — Chia nhé két qua chuyén giao cta dw
an co thé quan ly tét dwoc (subdividing the major project deliverables into smaller,
more manageable components).

o Lap ké hoach pham vi (SCOPE PLANNING) — Phét trién nhirng tai liéu dé cung
cap co s& cho nhitng quyét dinh dy an twong lai, bao gébm céc tiéu chuan xac dinh
néu moét dw an hay mét giai doan thanh céng (developing documents to provide the
basis for future project decisions, including the criteria for determining if a project or
phase has been completed successfully).

o PHAT BIEU VE PHAM VI (SCOPE STATEMENT) — Tw liéu st dung dé trién khai va
khang dinh nhirng hiéu biét chung vé pham vi dy an (a document used to develop
and confirm a common understanding of the project scope)

o KIEM TRA PHAM VI (SCOPE VERIFICATION) — Hinh thirc héa sy chap nhan vé
pham vi cia mét dy an (formalizing acceptance of the project scope, sometimes by
customer sign-off).

o LAP KE HOACH CHIEN LUQC (STRATEGIC PLANNING) — Xac dinh muc tiéu lau
dai bang cach phan tich SWOT (Manh, Yéu, Thoi co va Nguy co) ctia mét té chirc
dé dw bao xu huéng nhu cau clia s&n pham va dich vu trong twong lai (determining
long-term objectives by analyzing the strengths and weaknesses of an organization,
studying opportunities and threats in the business environment, predicting future
trends, and projecting the need for new products and services).

o Cach tiép can “Tir trén xuéng” (TOP-DOWN APPROACH) dé tao WBS (creating
a WBS by starting with the largest items of the project and breaking them into their
subordinate items).

o M6 hinh Cho diém cé trong s6 (WSM = WEIGHTED SCORING MODEL) — Mét
Ky thuat (coéng cu) duwoc dwa vao dé chon lwa dy an trén co s nhiéu tiéu chuan (a
technique that provides a systematic process for basing project selection on
numerous criteria).

o WBS (WORK BREAKDOWN STRUCTURE) — Mt sy gom nhém cong viéc huédng
vé két xuét (dAu ra) lien quan dén mot dw an ma xac dinh dwoc pham vi tdng thé
cla moét dy an (a deliverable-oriented grouping of the work involved in a project that
defines the total scope of the project).

o GOI CONG VIEC / B6 chwong tinh déng goi cho céng viec (WORK PACKAGE) —
M6t nhiém vu (cdng viéc) & mirc thap nhat cia mot WBS (a task at the lowest level
of the WBS).
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Chuaong 2. QL Pham vi.

ON TAP

Dét chi¥ cai ciia cum tir thich hop ké vao cac mé ta danh sb duéi day:

A. Mb hinh cho diém c6 trong s (Weighted Scoring Model)

B. WBS (Word Breakdown Structure)

C. Ton chi/N6i qui ctia Dy an (Project Charter)

D. Kiém tra vé Pham vi (Scope verification)

E. Xac dinh pham vi (Scope definition)

F. Anh xa Ghi nh& (Mind Mapping)

G. Ty suét giamgia (discount rate)

H. NPV

|. Bang diém can dbi (balanced scorecard)

J. Thoigian hoan vén (Payback period)

K. ROI (Két qua thu dwoc nhe dau tw)

L. Nép gap Pham vi (scope creep)

M. IRR (Internal Rate Return)

N. Goi cdng viéc/ B6 chwong tinh dong goi cho cong viéc (work package).

____ 1. Ty suét gidm gia c6 duoc tir mot NPV bang khéng cho mét dy an.

2. M6t s gom nhém céng viéc huéng vé két xuét (d4u ra) lién quan dén
mot dw 4n ma xac dinh dwoc pham vi tbng thé cla moét dy an.

_____ 3. M6t nhiém vu (c6ng viéc) & mirc thap nhat ctia mot WBS.

4. Mt cong cu duoc dya vao dé chon lwa dy an trén co sé nhiéu tiéu
chuén.

___ 5. Mt phwong phap luan cho phép chuyén ddi nhitng gia tri hang dau cla
mot td chirc thanh mot chudi cac do lwong dwoc xac dinh.

6. Mot ky thuat ma cé thé dwoc st dung dé phat trién cac WBS bang
cach dung cac nhanh tda ra tir mét y twéng c¢bt 16i trung tdm dé céu
trdc cac suy nghi va y twéng.

_____ 7. (lgi nhu&n — chi phi)/chi phi

8. Mét tv liéu ma co thé nhan biét mét cach hinh thirc sy ton tai ciia mot
dy an.

____ 9. Hinh thrc héa sw chap nhan vé pham vi cia mét dy an.

____10. Khuynh huédng cho mét dy an cw phinh to ra.
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Chuaong 2. QL Pham vi.

PHU LUC.

1. CONG THUC TINH NPV.
NPV = ) L'

Thidu. Gidsirtilé chiét khdu (discount rate) r =8%.
% Chiét khdu Nd&m 0 = 1/(1+8%)° =1
% Chiét khdu Ndm 1 = 1/(1+8%)! = 0.93
< Chiét khdu N&m 2 = 1/(1+8%)> = 0.86
< Chiét khdu N&m 3 = 1/(1+8%)°> = 0.79

Dy an Nam 0 Nam 1 Nam 2 Ndm3 | Téng

Ty sudt Khau hao 0.08

T6ng chi phi 140,000 40,000 40,000 40,000

Kh&u hao 1 0.93 0.86 0.79

Chi phi khdu hao 140,000 37,200 34,400 31,600 | 243,200

Lgi nhuén 0 200,000 200,000 200,000

LI nhuén khdu hao 0 186,000 172,000 | 158,000 | 516,000

Rol = (Tng Lgi nhudn kh&u hao —

T6ng Chi phi khu hao)/ Téng Chi

ph i Khdu hao 112

NPV=T6ng Igi nhuan Kh3u hao -

Téng Chi ph i Khau hao 272,800
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