Chuang 10. QL Tich hgp

CHUONG 10.
Quan ly Tich hop Dw an.

Muc dich.

O

O

10.1.

M6 t& khung lam viéc clia quan ly sw tich hop dw an trong méi quan hé
v&i cac lanh vye kién thire va chu trinh séng cltia duy an

M6 t& viéc phat trién ké hoach dw an, gébm néi dung k& hoach dv an,
dung cac huéng dan va cac tai liéu mau dé phat trién ké hoach, va phan
tich stakeholder dé quan ly cac méi quan hé

Giai thich viéc thwc thi dw an, quan hé cta né véi hoat dong lap ké
hoach, cac yéu tb6 dan dén thanh cong, cac cong cu va ky thuat hé tro
thwc thi dw an

Hiéu dwoc qui trinh diéu khién thay déi tich hop, lap ké hoach va quan ly
sy thay dbi trong cac dw an CNTT, phat trién va s dung hé diéu khién
thay doi

M6 ta cach sir dung phan mém dé hé tro quan ly tich hop dw an

Tam Quan trong cta Quan ly Tich hop.

Quan ly rdi ro dy &n la mét nghé thuat va nhirng nhan biét khoa hoc, 1a nhiém
vy, va sw déi pho véi rai ro thdng qua hoat déng clia mét dy an va nhirng muc
tiéu doi héi quan trong nhat cta dy an

Quan ly rui ro thwong khdong dwgce chud y trong cac dw an, nhwng né lai gidp cai
thién dwoc sw thanh cdng cla dy an trong viéc gitp chon lwa nhirtng dy an tét,
xac dinh pham vi dy an, va phat trién nhirtng wéc tinh ¢é tinh thuc té

Mot nghién clru cla Ibbs va Kwak chi ra viéc quan ly rdi ro khong khoa hoc
nhw thé nao, dac biét la trong nhirng dw an céng nghé théng tin

Nghién clru cia KPMG cho thdy 55% céac duw an dwdng bang san bay khéng
chu trong trong viéc quan ly rai ro.

Chia khéa thanh céng: Quan ly tich hop tét.

O

O

10.2.

Nguwdi quan ly dw an phai diéu phdi tat ca cac Ianh vwc kién thirc trong
subt chu trinh séng cia dy an

Nhiéu ngwdi quan ly dw an méi gap kho khan khi nhin vao b tranh
tbng thé va mudn tap trung vao quéa nhiéu chi tiét

Quan ly tich hop dy an khéng gidng nhw tich hop phan mém

Qui trinh QL Tich hop.

Nhirng tién trinh chinh bao gébm (xem Hinh 1):

Phat trién ké hoach dw an: Iay két qua cta cac qui trinh lap ké hoach
khac va dwa vao thanh maét tai liéu nhat quan va két dinh — ké hoach dw
an

Thuc thi ké hoach dy an: thue hién ké hoach dy an

Diéu khién thay dbi tich hop: didu phdi nhirng thay dbi trong toan bd duw
an
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PROJECT INTEGRATION

MANAGEMENT

4.1 Project Plan 4.2ProjectPlan 4.3 Integrated Change
Development Execution Control
1 Inputs .1 Inputs .1 Inputs
.1 Other planning outputs .1 Project plan .1 Project plan
.2 Historical information .2 Supporting detail .2 Performance reports
.3 Organizational policies .3 Organizational policies .3 Change requests
A Constraints A Preventive action 2 Tnnis and Techniques
.5 Assumptions .5 Corrective action 1 Change control system
.2 Tools and Techniques .2 Tools and Techniques 2 Configuration
.1 Project planning .1 General management management
| methodology L skills L .3 Performance
.2 Stakeholder skills .2 Product skills and measurement
and knowledge knowledge A4 Additional planning
.3 Project management .3 Work authorization .5 Project management
information system system Information system
(PMIS) 4 Status review meetings .3 Qutputs
4 Earned value .5 Project management .1 Project plan updates
management (EVM) information system .2 Corrective action
.3 Dutputs .6 Organizational .3 Lessons learned
.1 Project plan procedures
.2 Supporting detail .3 Outputs
.1 Work results
.2 Change requests

PMBOK® Guide 2000, 42.

Figure 4-1. Project Integration Management Overview
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10.2.1. Phat trién ké hoach dw an:
o K& hoach dy an 1a tai lieu dung dé diéu phdi tat ca céac tai lieu vé hoat
déng cua dy an
o Muc dich chinh 1a huéng dan thue thi dw an
o K& hoach dy an giup ngu®i QLDA Ianh dao nhém dy an va danh gia
tinh trang dw an
o Can phai do viéc thwe hién dw an so véi ké hoach
Cac thuéc tinh cua ké hoach dw an.
o K& hoach dw an mang tinh duy nhét
o K& hoach phai dong (dynamic)
o K& hoach phai linh hoat (flexible)
o K& hoach phai dwoc cap nhat khi cé thay dbi
o Ké hoach phai dong vai tro tai liéu hwéng dan thwe thi dw an

Cac thanh phan phé bién cuia ké hoach dw an
o Tbéng quan vé du an
o Mb ta vé cach té chirc dw an
o Cac qui trinh quan ly va ky thuat dung trong dw an
o Théng tin vé& cac viéc phai lam, lich biéu, va ngan sach
Phan tich Cac Bén tham gia
Phan tich Cac Bén tham gia cung cap théng tin quan trong (thwérng nhay cam)
vé cac Cac Bén tham gia nhu:
o Tén va cac cong ty cia Cac Bén tham gia
Vai trd clia ho trong dy an
Céc sb liéu thyc vé Cac Bén tham gia
Mirc anh hwdng va quan tam dén dy an
Dé xuét cho quan ly cac mbi quan hé

O O O O

10.2.2. Thwec thi ké hoach dw an:
o Thuec thi ké hoach dy an ddi hdi quan Iy va thwc hién cac cong viéc mo
ta trong ké hoach dv an
o Hau hét thoi gian va tién bac dwoc dung trong qua trinh thwe thi dw an
o Lanh vyc trng dung cla dy an tac dong dén viéc thwc thi dw an vi san
pham cla dy an dwoc tao ra trong qua trinh nay
Cac ky nang quan trong dé thwc thi ké hoach dw an :
o Caéc ky nang quan ly tbng quat nhw k§ nang lanh dao, giao tiép, va chinh
tri
o Ky nang vé& san phdm va kién thirc Dung cac coéng cu va ky thuat
chuyén dung
Cac cong cu va ky thuat thwe thi dw an:
o Hé giao viéc (Work Authorization System): mét phwong phap bao
dam con nguoi du diéu kién lam viéc ding ltuc va dung trinh tw
o Hop danh gia tinh trang (Status Review Meetings): cac budi hop
thwong ky dé trao dbi thong tin vé dw an
o Phan mém quan ly dw an (Project Management Software): phan
mém dac biét hd tro quan ly cac duw an
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10.2.3. Diéu khién thay déi tich hop:
Diéu khién thay dbi tich hop gdm nhan dién, danh gia, va quan ly nhirng thay
ddi trong subdt chu trinh séng ctia dw an (Ghi chi: Sach PMBOK 1996 goi qui
trinh nay la “diéu khién thay ddi tong thé”). Ba muc tiéu cia diéu khién thay doi:
o Tac ddong dén céac yéu tb tao ra sy thay déi dé bao dam co loi
o Xé&c dinh nhitng thay déi da xay ra
o Quan ly nhitng thay déi thuc té khi xay ra

Qui trinh Diéu khién thay dbi tich hop dwoc cho béi hinh sau :

- Establish
Project plans baseline plans
Performance Revieww status
reports and progress

Determine if
Change changes have
requests occurred or

should occur

Update project Take corrective Share lessons
plans actions learnmned

Diéu khién thay déi déi véi cac dw an CNTT

« Cach nhin trwédc day: Nhom dy an can nd lwc lam dung theo ké hoach, dung
th&i han va trong pham vi ngan sach

« Vén dé: cac bén tham gia hiém khi déng y ngay tir dau vé pham vi ctia dw an,
cho rang thei gian va chi phi dw an la khéng chinh xac

« Céch nhin hién dai: Quan ly dw an la mot qua trinh giao tiép va théa thuan lién
tuc

«  Giai phap: Thay dbi thwong cé loi, va nhém dw an can lap ké hoach cho diéu
nay

Hé dleu khién thay doi
Mot qui trinh mang tinh hinh thirc m6 ta cac tai liéu dw an co thé dwoc thay ddi
khi nao va nhu thé nao
« Mb ta ai dwoc phép thay ddi va thay déi nhw thé nao
«  Thuwéong gdm bang diéu khién thay ddi (CCB), quan tri ciu hinh, va mét qui
trinh truyén dat sy thay déi

Ban diéu khién thay dé6i (CCB= Change Controlling Board)
M6t nhém ngudi chiu trach nhiém vé phé duyét hodc tir chdi thay ddi cta dw
an
- CCB cung cép nhitng huéng dén dé chuan bi yéu cau thay dbi, danh gia yéu
cé‘u thay doi, va quan ly viéc thwe hién nhirng thay doi duwoc duyét
+ GOm cac bén tham gia cla toan cong ty
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Thay d6i dung lic
« Mot sé CCB chi thinh thodng mé&i gap nhau, vi thé nhirng thay ddi cé thé xay ra
qua lau
« M6t sb cong ty co chinh sach cho nhirng thay déi nhay cdm vé thoi gian
— “chinh sach 48-gid” cho phép cac thanh vién nhém dw an quyét dinh,
sau d6 ho c6 48 gi®» dé cho phé duyét cla Ianh dao cap cao
— Duwa nhitng thay d6i xuéng mirc thp nhat cé thé dwoc, nhwng phai
théng bao cho moi nguoi
Quan tri cau hinh
« Bao ddm san phadm va mé ta vé san pham la dung va day du
« Tap trung vao quan ly cdng nghé bang cach xac dinh va diéu khién cac dac
trwng chivc ndng va vat ly ctia san pham
« Céc chuyén gia quan tri ciu hinh xac dinh va viét tai liéu vé cac yéu ciu céu
hinh, diéu khién thay ddi, lwu va bao cao nhirng thay ddi, va kiém tra san pham
xem c6 phu hop v&i yéu cau hay khdéng

Bang. Vai 16i vé diéu khién thay doi tich hgp

e Xem quan tri du an nhu la mot qui trinh giao ti€p va thoa thudn
lién tuc

e LAp k& hoach thay d6i

Thiét 1ap mot hé diéu khién thay d6i hinh thirc, gdm ca Ban Diéu

khién thay d6i (CCB)

Dung quan tri cau hinh

Xac dinh cac tha tuc quyét dinh ddng Idc cho nhitng thay d6i nho

DUng cac bao céo (viét va ndi) dé nhan dién va quan ly thay doi

Dung phan mém quan tri du’ &n dé ho trg quan ly va truyén dat

su' thay doi

10.3. Dung Phan mém dé QL Tich hop.

C6 thé dung mot s6 phdn mém trong quan ly sy tich hop dv an
— Cb thé tao tai liéu dung cac phan mém soan thao van ban
— Dung cac phdn mém trinh bay (nhw Power Point)
— Co6 thé dung bang tinh hodc CSDL dé theo dai
—  Céac phan mém giao tiép nhw e-mail va Web dé hd tro lién lac
— Phan mém quan ly dw an cé thé 1ay vé hét moi thir va cho thay thong
tin chi tiét va bang tong két

10.4. Cau hoi.
1. Gidi thiéu khai niém quan tri tich hgp dung ttr ng riéng cua ban. Quan tri tich hgp c6
quan hé v@i chu trinh sdng dy an, va cac lanh vic quan tri khac nhw thé nao?

Cac thanh phan quan trong ctia mot ké hoach tét.

Cac yéu t6 quan trong dé thuc thi dy an thanh cong. Trinh bay mét vi du vé dy an duoc
thwe thi thanh céng, mét vi du vé dy an that bai. Xac dinh nhirng khac biét gitra hai dy
an nay.

4. Tam quan trong cua qui trinh didu khién thay dbi tich hop (integrated change control
process) doi v&i cac dy an CNTT.

5. Trinh bay (*ng dung cla cac cong cu phan mém sau day trong quan tri tich hgp dw an:
phan mém soan thao van ban (vi du Winword), phdn mém trinh bay (vi du Power Point),
bang tinh (vi du Excel), CSDL (vi du Access), enail, Web va phan mém quan tri dw an.
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TU KHOA - KEY TERMS.

o BAN (HOI PONG) PIEU KHIEN THAY DOl (CCB=CHANGE CONTROL BOARD)
— mét nhédm chinh thiee  nhitng ngudi chiu trach nhiém chip thuan hay bac bd
nhirng thay ddi trén mot dw an (a formal group of people responsible for approving
or rejecting changes on a project).

o HE DIEU KHIEN THAY DOl (CHANGE CONTROL SYSTEM) - (a formal,
documented process that describes when and how official project documents may
be changed).

o QL Caw hinh (CONFIGURATION MANAGEMENT) — (a process that ensure that
the descriptions of the project’s products are correct and complete).

o PDIEU KHIEN S THAY DBOI TiCH HQOP (INTEGRATED CHANGE CONTROL) —
coordinating changes across the entire project.

o Quan ly Giao dién (INTERFACE MANAGEMENT) — identifying and managing the
points of interaction between various elements of a project.

o QL TiCH HQP DY AN (PROJECT INTEGRATION MANAGEMENT) — (includes
the processes involved in coordinating all of the other project management
knowledge areas throughout a project’s life cycle. The main processes involved in
project integration management include project plan development, project plan
execution, and integrated change control).

o Phan mém quan ly dw an (PROJECT MANAGEMENT SOFTWARE) — software
specifically designed for project management.

o KE HOACH DU AN (PROJECT PLAN) — (a document used to coordinate all
project planning document and guide project execution and control. Key parts of a
project plan include an introduction or overview of the project, a description of how
the project is organized, the management and technical processes used on the
project, and sections describing the work to be done, schedule information, and
budget information).

o Phat trién Ké hoach Dw an (PROJECT PLAN DEVELOPMENT) — taking the
results of other planning processes and putting them into a consistent, coherent
document — the project plan.

o Thwec hién Ké hoach Dw an (PROJECT PLAN EXECUTION) — carrying out the
project plan by performing the activities it includes.

o Phan tich cac Bén tham gia (STAKEHOLDER ANALYSIS) — (an analysis of
information such as key stakeholders’ names and organization, their roles on the
project, unique facts about each stakeholder, their level of interest in the project,
their influence on the project, and suggestions for managing relationships with
each stakeholder).

o Hop danh gia tinh trang (STATUS REVIEW MEETINGS) — C4c budi hop thuéng
ky dé trao dbi thong tin v& dw an (regularly scheduled meetings used to exchange
project information).

o Hé giao viec (WORK AUTHORIZATION SYSTEM) — mét phwong phap bao dam
con ngudi dd didu kién lam viéc ding luc va dung trinh tw (a method for ensuring
that qualified people the work at the right time and in the proper sequence).
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ON TAP: QUAN LY TiCH HOP DV AN.

Hay chon nhirng cau tra I&i phu hop tr liét ké sau day vao nhirng chd con

tréng:

A. Quan ly (management)

I. Cw hinh (configuration)

Q. T6i hoan toan vi cai dé
(“I'm all for it!")

B. Phan tich cac Bén tham gia
(stakeholder analysis)

J. Hé Giao Viéc
(work authorization)

R. Diéu khién sy thay ddi tich
hop (integrated change control)

C. Hop dé so két tinh hinh
(status review meetings)

K. Phat trién K& hoach Dy an
(project plan development)

S. Quan ly Giao dién
(interface management)

D. Thuc hién Ké hoach Dw an
(project plan execution)

L. Tiéu chuan hoa
(standardized)

T. Tich hop (integration)

E. Thuc hién (execution)

M. Quyén Lanh dao
(leadership)

U. Sw Vi (Sai) phan
(differentiation)

F. Hay di bo cho hét doan
duwdng di bd. “Walk the walk!”

N. Cac Hwéng dan (guidelines)

V. Cac Bang mau (templates)

G. Tomlwoce (summary)

O. Chi tiét hoa (detailed)

W. Cac Goi cong viéc (work
packages)

H. Diéu khién sy thay ddi
(change control)

P. So d6 Gantt

X. So d6 Mang (Iuoi)
(network diagram)

1. Ba Qua trinh chinh trong Quan ly tich hop la
2. M6t CCB la mét Ban (Hoi dong)

, , va

va dwoc dinh nghia nhw Ié mot

nhém chinh thirc nhirng ngudi chiu trach nhiém chép thuan hay bac bé
nhirng thay ddi trén mot dy an.
3. Nghién ctvu da cho théat rang cac céng ty nao ma gidi quan ly dw an thi da
phat trién va trién khai cac Hé thdng két xudt/ cung tng cho dy an

va thwong dung

hop cla ho.

4. Nhiéu ngudi coi lanh vic tri thiec v& quan ly cai

nhw la mét bd cdng cu da dwoc tich

cia dw an nhuv la

chia khoa cho sy thanh cong tong thé clia dw an, dac biét Ia cac dv an 16n.
5. Mot cdng cu ma ban co thé st dung dé giup cho ban xac dinh dwoc rang
lam thé nao dé quan ly dwoc cac mdbi quan hé véi cac Bén Tham gia then

chét 1a mot

6. Nhw John Madden néi khi cdng bb nhwng sw kién/Bién cb ctia Super Bowl,

chia khéa cla thang loi la 1am
thi binh thuwdng la mot cach nhin suc tich trong

7. Mot lich biéu

mot trang lich biéu cho tbng thé dw an thwdng hay thay trong ké hoach
(ctia) mét dw an, trong khi mét lich biéu

nhiéu.
8. Quan ly

9. Mot Hé théng

da nghi gi vé nhém clia 6ng ta, thi dng ta da tra 1 rang
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thi thwdng dai hon

bdo dam réng cac mo ta vé cac san phadm cla dv an
la ding dan va day da.

la mét phwong phap dé bdo dam nhirng sw/cach
truyén théng phu hop sao cho nhitng ngudi c6 nang lwc xieng dang co thé
lam céng viéc 4y dung ltc va dung day cdng viéc cho mét dw an.

10.Khi mét huén luyén vién da bj thua trong Super Bowl dwoc (bi) hdi la 6ng ta
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