Chuang 7. QL Truyén thong

CHUONG 7.
Quan ly Truyén théng Dv an.

Muc dich.
e Hiéu dwoc tdm quan trong clia truyén thong tdt khi 1am viéc véi dw an
va mo ta cac thanh phan chinh ctia mot ké hoach quan ly giao tiép.
e Hiéu dwoc qui trinh Quan ly truyén théng.
e Cung cap mét sb phwong phap cai tién truyén théng.
e M0 ta cach sir dung phan mém dé hé tro quan ly truyén théng

7.1. Tam Quan trong cta Truyén théng tot.
o N&i so hai lén nhat dbi véi dy an l1a that bai (kém) truyén thong.
o Cac nha chuyén mén vé CNTT khdng phai la nguwdi truyén thong tét
o Cac nghién clru cho thdy nha chuyén mén CNTT phai cd khad nang
truyén théng hiéu qua dé co thé thang tién trong nghé nghiép
o Ky nang ndi la yéu té ch yéu dé thang tién nghé nghiép dbi v&i cac nha
chuyén mon CNTT.

7.2. Qui trinh Quan ly Truyén théng.

Céc qua trinh bao gom:

o Lap ké hoach truyén théng: xac dinh thong tin va nhu cau giao tiép cta
cac bén lién quan.

o Phan phéi théng tin: c6 thé dung thdng tin can thiét dung luc.

o Ba&o c4o hiéu suat: thu thap va phd bién théng tin vé hiéu suét

o K&t thuc hanh chinh: tao, thu thap, va thdng tin d& hop thirc hoa két thic
dy an / giai doan

7.2.3. Lap ké hoach truyén théng.
Mbi dw an can cé ké& hoach quan ly truyén théng, 1a tai liéu hwéng dan
truyén thdng trong dw an. Phan tich cac bén lién quan trong truyén théng
dw an ciing hé tro qui trinh 1ap ké hoach truyén théng.
Noi dung ctia ké hoach quan ly Truyén thong:

Mo ta viéc thu thap cac loai thong tin khac nhau

CAu truc phan phdi mé ta théng tin dén véi ai, khi nao va bang cach nao

Dinh dang théng tin dé truyén thong.

Lich biéu tao théng tin

« Céc phuong phap truy cap d& nhan théng tin

«  Phwong phap cap nhat ké hoach quén ly truyén théng theo tién dd cla
dy an

« Phan tich truyén théng véi cac bén lién quan
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7.2.4. Phan phdi théng tin

(0]

(0]

Cung cép théng tin cho dung nguwdi vao dang thoi diém va dung dinh

dang cling quan trong nhuw tao thong tin
Cac yéu t6 quan trong can xét: )
= Dung c6ng nghé dé cai tién phan b théng tin

= Cac phwong phap hinh thirc va khéng hinh thirc d& phan b théng

tin

7.2.3. Bao cao hiéu suat.

B&o cdo hiéu suét gilp cac bén tham gia biét théng tin v& s dung tai

nguyén dé dat cac muc tiéu clia dw an

» Bao cao tinh trang mo ta dy an dang & giai doan nao

» B&o cdo tién dd mo td nhom du an da dat nhirng gi trong mot

khoang th&i gian.

» Dy bao dy an tién doan trang thai twong lai clia dy an dya trén

thong tin qua khir va xu hwdng phat trién )
= Cac budi hop danh gia tinh trang thwdng cé bao cao hiéu suat

7.2.4. Két thuc hanh chinh ,
Dw an doi héi phai cé giai doan ket thuc.
Két thuc hanh chinh (Administrative closure) tao ra:

= Tailiéu lwu tre vé dy an
= Chép nhan chinh thirc
= Cacbaihocrutra

7.3. Caitién Truyén théng.
*= Quan ly xung dét hiéu qua
= Phéat trién k§ nang truyén thong tét hon
= Hop hiéu qua hon
* Dung email hiéu qua
* Dung cac mau trong truyén théong du an
7.31. Quan ly xung doét hiéu qua
« Giai quyét van dé: truc tiép dbi méat véi xung dét. Xung dét co thé Ia
diéu tét. Xung dot thuong dan dén nhirng két qua quan trong, nhw y
twédng mdi, nhirng gidi phap tét hon, va dong co' lam viéc kién tri va
hop tac hon. Suy nght theo nhém co thé phat trién néu khong co
xung dot vé quan diém. Nghién clru ctia Karen Jehn cho rang xung
dot lién quan dén cong viéc thwong cai tién hiéu suat lam viéc cua
nhém, nhung xung dét vé tinh cdm thwong lam gidm hiéu suét lam
viéc. Sau day 1a mét sb phwong thire gidi quyét xung dot:
o Théa hiép: dung tiép can cho va nhan.
o Lam tron (Smoothing): nhdn manh nhirng diém déng tinh va bd
qua nhirng khac biét.
o Ap dat (Forcing): dung tiép can thang-thua.
o Rt lui: rut lui do khéng déng tinh.
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7.3.2.  Phat trién ky nang truyén thong tét hon.
= Cac cong ty thuwong khéng chi y dén tAm quan trong clGa phat trién
ky ndng néi, viét, va nghe.
= Khi cong ty ngay cang mang tinh toan cau, ho y thirc rang can phai
dau tw dé cai tién truyén théng véi nhirtng ngwdi cé ngdn ngir va van
héa khac nhau.
= Pé caitién truyén thdng can cé sw lanh dao

7.3.3. Hop hiéu qua hon

Xac dinh dinh cé nén tranh dwoc budi hop nao khéng

Xac dinh muc dich va két qua dat dwoc ctia budi hop

Xac dinh nhirng ngwoi tham gia cudc hop

Cung cép chwong trinh hop cho ngudi tham gia trwdc budi hop
Chuan bij tai liéu va cac hé tro tric quan

Tién hanh cudc hop mét cach chuyén nghiép

Xay dwng quan hé

7.3.4. Dung email hiéu qua

« Bao dam email 1a phwong tién truyén thong hiéu qua

« Bao dam g&i e-mail dén dung nguoi

« Céc dé trong email phai phu hop

« Gi&i han ndi dung cho mét chi dé chinh, cang rd rang va suc tich
cang tot

« Gi&i han sb lvong va kich thwéc cac tap tin dinh kém

«  Xoa cac email khong can thiét, va khdng doc email néu lo ngai c6
van dé

«  Bao dam luén cap nhat phan mém chéng virut (virus)

e Tra loi nhanh cac email

« Hoc cach st dung cac tinh nang hiru ich

7.3.5. Dung cac mau trong truyén théng dw an.

= Nhiéu nguoi so yéu cau nguoi khac giup do

* Cung cap cac vi du va cac mau truyén thong dé tiét kiém thoi gian va
tién bac

= Cac cong ty co thé phat trién mau truyén thdng riéng cua ho, dung
cua cac cong ty bén ngoai, hoac dung cac mau trong sach giao khoa

* Nghién clru cho thay rang cac cong ty gidi v& quan tri dw an dung
cac mau truyén théng rat hiéu qua

Sau day |a mot sé biéu bang mau.
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Bang 1. Bdo cdo tién do hang thang

[I. Hoan tat Thang giéng (hay mét thang nao dé phu hop)

e M6 ta nhirng hoan tat quan trong nhét. Lién hé So d6 Gantt.

* M6 ta nhitng hoan tat quan trong khac, méi hoan tat trong mot muc.
Neu cac van de da giai quyét roi trong thang trwdc, liét ké ra coi nhw
da hoan tat.

[ll. Lap Ké hoach cho Thang 2 (hay thang sau do6).

e M6 ta nhitng viéc quan trong nhét phai hoan tat trong thang sau.
Lién hé So do Gantt mét lan nira.
® M6 ta cac hoan tat quan trong khac,méi hoan tat trong mét muc.

[lll. Cac Van deé. Liét ké ngén gon nhitng van d& quan trong ndi Ién hay
Ia van con la quan trong.

[[V. Cac thay d6i trong Dy an (Thé&i diém & mé ta). Liét ke bt
c nhirng thay q6i nao dwoc yéu ciu cho dy an. Bao gébm ca thoi diém thay
ddi va mé ta ngén gon.

Bang 2. Phac thao bao cao cudi cung vé du an

I. Trang bia.

I. Muc luc va Toat yéu cho Lanh dao (néo 1a Bao céo)

1. Nhu cau cho Dy an.

IV. M6 ta dy an va thw ddng y thda thuan két qua tdng hop ctia dw an.

V. Va céac Ly di =o Thanh c6ng hay That bai.

VI. Cac Cong cu QL dy an &Ky thuat duwoc dung & Tham dinh twong trng

VII. NHOom Phu trach Dy an & cac Nhan dinh twong lai.

\VIIl.So a6 Gantt chung két cho Dy &n.
IX. Céc Tai liéu (Pinh ) kém theo cac Két xuat.
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Bang 3. Cac tai liéu cudi cung cua dy an

[. M6 té dw an.

1. D& xuat Dy an & Sao lwu cac D liéu.

lIl. Théng tin gbc & xét lai vé Hop dong & Tuw liéu khach hang chap thuan.

IV. Cac Ké hoach D an goc & xét lai voi cac lich biéu
(WBS, so do Gantt, so d6 mang luwi,...)

V. Tw liéu vé Thiét ké.

VI. Bao céo cubl cuing (chung cudc)vé Dy an.

VII. Cac Két xuat nhw 1a can thiét phu hop.

\VIIl. Cac Bao céo vé Kiém toan.

IX. Cac Bao cdo vé cac Bai hoc thu hoach duoc.

X. Céac Ban sao cla mét bao caotrang thai, bién ban cudc hop,
cac chi thj vé thay doi, va cac ban chap but va truyén thong dién ter.

Bang 4. Bao cdo V€ cac bai hoc kinh nghiém

Sau hai tuan hay sau su kién quan trong, viét bai bado ngan gon mé ta
nhitng gi da xay ra va cam nghi clia ban. CudGi bai, viét 2-3 trang mé ta bai
hoc rdt ra tir nhdm du an cla ban. Tra IGi cac cac cau hoi sau day:

Vai tro va trach nhiém trong nhém da dugc quyét dinh thé nao?
Ban Thich/khong thich céi gi trong du an.
Ban da hoc gi vé QL du an — Vé ban khi lam du an nhém.

Ban da hoc gi vé cach lam viéc tap thé va vé ban khi lam du an nhém.

Ban cd y lam khac thé& khéng? Ban s& nhd kinh nghiém nay dé€ lam cho du
an tiép theo khong?

7.3.6.  Phat trién ha ting truyén thong
Ha tang Truyén théng 1a tap cac cong cu, ky thuat, va cac nguyén ly cung cép
nén tadng dé truyén dat thong tin hiéu qua :
< Cac cdng cu gobm e-mail, phan mém quan ly dw an, phan mém lam viéc
theo nhom, may fax, dién thoai, hé hdi nghi tir xa (teleconferencing), hé
quan ly tai liéu, va cac phan mém soan thdo van ban.
< Cac ky thuat gém hwéng danva cac mau bao céo, cac luat va thi tuc hoi
hop, qui trinh quyét dinh, céac tiép can giadi quyét van dé, giai quyét xung
dot va ky thuat dam phan.
< Cac nguyén ly gdbm dbi thoai mé dao dirc lam viéc dwoc thira nhan
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7.4. Cau hoi. . ) )
1. Cac thanh phan chinh cua ké hoach giao tiép trong dy an.

2. Wu diém va nhuoc diém clha cac phwong phap phan b thong tin vé dw
an.

3. Trinh bay mét vai cach tao va phan bd théng tin vé hiéu suét van hanh
dw an.

4. Phan mém co6 thé hé tro giao tiép nhuw thé nao?

7.5. Bai tap.

1. C6 bao nhiéu kénh giao tiép khac nhau trong mot nhdm 6 thanh vién?
Néu so thanh vién tang tir 6 1én 10 ngwoi, thi s6 kénh giao tiép tang Ién
bao nhiéu?.

2. Dung bang 4 dé lam mau, hay viét bao cao “Cac bai hoc thu duwoc” twr
moét dw an do ban chon.

3. Tim cac san pham phan mém hd tro' quan tri giao tiép trong cac dv an
I&n. Viét 1-2 trang bao cao ve két qua tim kiém. Bao céo ciing trinh bay
website clia cac nha cung cap san phadm, va y kién clGa ban vé moét s6
san pham.
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TU KHOA - KEY TERMS.

o KET THUC HANH CHINH (ADMINISTRATIVE CLOSURE) — (generating, gathering, and
disseminating information to formalize phase or project completion).

o Ha tang co’ s&/ cau tric vé Truyén thong (COMMUNICATIONS INFRASTRUCTURE) —
(a set of tools, techniques, and principles that provide a foundation for the effective transfer
of information among people)

o Ké hoach Quan ly truyén théng (COMMUNICATIONS MANAGEMENT PLAN) — Mét tw
liéu/van ban huwéng dan cach truyén théng cho Dy an (a document that guides project
communications).

o Lap Ké hoach Quan ly truyén théng (COMMUNICATIONS PLANNING) - determining
the information and communications needs of the stakeholders; who needs what
information, when will they need it, and how will the information be given to them.

o Sw théa hiép (COMPROMISE MODE) - using a give and take approach to resolving
conflicts; bargaining and searching for solutions that bring some degree of satisfaction to all
the parties in a dispute.

o Débi dién/mat (CONFRONTATION MODE) — Déi dién/mét (confrontation) Cach xir ly theo
mau thudn dwoc wa thich nhat (directly facing a conflict using a problem-solving approach
that allows affected parties to work through their disagreements).

o Ep budc, ap dit (FORCING MODE) — (using a win-lose approach to conflict resolution to
get one’s way).

o Sw chap nhan hinh thirc (FORMAL ACCEPTANCE) — (documentation that the project’s
sponsor or customer signs to show they have accepted the products of the project).

o Tw duy nhém (ca nhém cuing suy nghi) [GROUPTHINK] — M6t sy bat loi/yéu kém cla
cach phat huy tri tué (lam con bao néo) tap thé vi ngudi tham gia lai cé thé suy nghi dung
theo cac gia tri hay tiéu chuan/trinh d6 ctia cac bén tham gia. (conformance to the values
or ethical standards of a group).

o Phan phéi théng tin (INFORMATION DISTRIBUTION) — (making needed information
available to project stakeholders in a timely manner).

o Kich lén (KICKOFF) (MEETING) — M6t M6 ta rd dy an dang dung & dau/Mdc dd nao &
mot thoi diém nhét dinh/chi rd trén dong thoi gian (a meeting held at the beginning of a
project or project phase where all major project stakeholders discuss project objectives,
plans, and so on).

o Bai hoc da hoc dwoc/Thu hoach (LESSONS LEARNED) — Nhirng bao cao dwa trén
nhirtng suy nghi trong d6 cé bao ham nhiing céi l1a duang hay la sai cho mét dw &an
(reflective statements written by project managers and their team members).

o Bao cao hiéu nang (hiéu sut) (PERFORMANCE REPORTING) — Tdng hop céc danh gia
cac hiéu nang (collecting and disseminating performance) bao gdm bao cdo thuc trang
(status reports), bao céo tién trién(progress), bao céo cac do lwong (measurement), va dw
bao (forecasting).

o Bao cao vé sy tién trién (PROGRESS REPORTS) — reports that describe what the
project team has accomplished during a certain period of time.

o Vin khé/Lwutrir cia Dw an (PROJECT ARCHIVES) — Nhirng tai liéu/tw liéu/van ban cung
cép lich st chinh x&c ctia mét dw an (a complete set of organized project records that
provide an accurate history of the project).

o Dw bao cia Dy an (PROJECT FORECASTING) — (predicting future project status and
progress based on past information and trends).

o Lam nhén, tron (SMOOTHING MODE) — M6t cach x ly mau thudn/xung dét dung dé
lam suy gidam céac lanh vyc bat ddng/khéng thda thuan dwoc (deemphasizing or avoiding
areas of differences and emphasizing areas of agreements).

o Bao cao vé thwc trang (STATUS REPORTS) — M6 ta rd dy an dang ding & dau/Mdc do
nao & mot thdi diém nhat dinh/chi ré trén dong thoi gian (reports that describe where the
project stands at a specific point in time).

o Cac Bao cao theo thoi gian (TEMPORAL REPORTS).

o Rat lui, rat khéi (WITHDRAWAL MODE) — Cach xt ly theo mau thuén it dwoc wa thich
nhét (retreating or withdrawing from an actual or potential disagreement).
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ON TAP

Da&t chiv cai ciia cum tr thich hop ké vao cac mé ta danh sb dudi day:

A. Rt lui, rat khéi (withdrawal)

B. Lam nhan, tron (smoothing)

C.  Dbidién/mét (confrontation)

D.  Ep budc, ap dat (forcing)

E. Sy théa hiép (compromise)

F. Tw duy nhém (ca nhém cung suy nghi) (groupthink)

G. Da vang ra ngoai, kich Ién (kickoff)

H. Muc tiéu cua lanh vire (field goal).

. Bai hoc da hoc dwgc/Thu hoach (lessons learned)

J. Bé&o céo vé thuc trang (status reports)

K. Bé&o céo vé su tién trién (progress reports)

L. Bao cao dw bao cia Dy an (project forecasting report)

M. Van khé/Lwutrir ciia D an (project archives)

N. Ké& hoach Quan ly truyén théng (communications management plan)

O.  Hatang co s&/ cau tric vé Truyén théng (communications

infrastructure)

P. Cac Bao cao theo th¢i gian (temporal reports)

____ 1. Mét tv liéu/van ban huwéng dan cach truyén théng cho Du an.

____ 2. Céachxtrly theo mau thuan it dwoc wa thich nhat.

3. Céach xtr ly theo mau thuan dwoc wa thich nhét.

_____ 4. Mot cach x&r ly mau thuan/xung dét dung d& lam suy gidm cac lanh
vurc bat ddng/khéng théa thuan duoc.

5. M6 tard dw an dang dung & dau/Mc d6 nao & mot thoi diém nhat
dinh/chi ro trén dong thoi gian.

6. Mot Bang/Biéu db gia tri thu/nhan/kiém dwoc cé thé tim thdy mot
trong nhirng cai do.

7. Nhirng tai liéu/tw liéu/van ban cung cép lich sir chinh xac ctia mét dw
an.

8. Mot sy bét logi/lyéu kém cla cach phat huy tri tué (lam con bao n&o)
tap thé vi ngudi tham gia lai cé thé suy nghi ding theo cac gia tri hay
tiéu chuén/trinh dé clia cac bén tham gia.

9. Nhirng bao cao dwa trén nhirng suy nghi trong d6 cé bao ham nhirng
cdi la dung hay la sai cho mét dy an.

____10.M6t cudc hop duworc tién hanh/lam vao luc bat ddu mot dw an hay mot
giai doan cua mét dy an.
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