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1. Lich str CMM: tang trwéng ning lwc to
chirc

(Bai giang cua gido su John Vi cho lop dao tao
giang vién SEGVN tai CMU nam 2009)

1. Khéi dau CMM

Vao khoang thoi gian 1980, thap nién nhitng ndm
1980, chinh phu Hoa Ki, cu thé 1a B6 qudc phong co mot
5O chuong trinh kha 16n. Tu trude t6i nay cac chuong
trinh qudc phong c6 rat nhiéu, lam rat nhiéu vé phan
cing, phan mém 13 phu. Nhung dén giai doan do phan
mém tr¢ nén quan trong hon va c6 mot s6 ké hoach bi
hong. Ldi hong ctia phan mém qua 16n, quéa nhiéu thanh
ra chinh phil yéu cu phai c6 mot giai phap dé giai quyét
tinh trang phan mém hong. Vé tinh bay 1én ma phan
mém hong thi vé tinh bay lac mat. Con sb thdng ké céc
phan mém hong chiém t6i 70-80 phan tram. C6 hon 100
du an bi hong lung tung, luc d6 ho di to1 két luan 1a phan
mém trd nen qua quan trong, can tim giai phap cho van
dé phan mém do.

Khi d6 Bo qubc phong dén truong Carnegie
Mellon yéu cau nha truong thanh 1dp mot vién nghién
clru vé phan mém, chuyén mén dé giai quyét cac van dé
vé chéat luong phin mém. Lic d6 ho thanh 1ap vién
Software Engineering Institute (SEI). Vién Software
Engineering Institute hinh thanh vao nim 1984, xay cét
xong vao khoang nam 1986. Khi xay cat xong cai d6, ho
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dura mot ngudi ¢ thé noi 1a sé mot vé phan mém cua Mi
lac d6 la ong Watts Humphrey, luc do dang la chu tich
cua IBM. Ong Watts Humphrey 1a nguoi chiu trach
nhiém vé phan mem cua cong ti IBM, luc d6 ong iy
dang & giai doan sip sira vé huu. Ho dwa 6ng Watts
Humphrey vé6i dia vi cia ong ay, dua xudng Vién Ki
nghé phan mém Software Engineering Institute, dé tim
giai phap.

Ong ay co6 dua ra mot d& nghi véi chinh phu.
Thuong thuong cong viéc lam véi nha nude, véi chinh
phu, cac nhan vién lam viéc cho chinh phu, trén nguyén
tic, & dia vi rt cao nhung thuong thuong kha ning vé ki
thuat lai khong gioi cho 1am. Ong Watt Humphrey dén tir
cong ti IBM, la mt cong ti tu, ong ay néu ra mot van dé
lac ay 61 co thé goi do la mot su diéu dinh. Ong ay
khong muén B quoc phong, 6ng ay khong mudn chinh
phu dinh vo. Ong ay bao "Vién cua toi phai doc lap.”
Thanh ra dng ay yéu cau moi cong ti lon ¢ Hoa Ki, moi
cong ti 1on bén nay, mdi cong ti ndi tiéng guri cho 6ng Ay
mot dén hai nguoi, nguoi giol nhit cong ti dé thanh 1ap
mot hoi dong gom nhing nguoi lam phan mem gio1
nhat. Ong ay lya chon ra mot s6 cong ti, mdi cong ti
dugc yeu cau dua nguoi dén, nhiing nguoi do phai lam
viéc vo1 Ong ay trong vong 2 nam dé thanh lap, cai t6
toan dién lai tit ca cach 1am phan mém tir trudc t&i nay.

Khi d6 t6i dang lam giam dbc tai Motorola, cong ti
d6 cir toi dén, bao "Ngiy xwa anh hoc & Carnegie
Mellon, anh khéng lam gl VOl cai truong nay. Hon nira
anh nim vé phan mém." Lic d6 t6i nim toan bo phan
mém ciia Motorola. Téi dugc ctr dén, 1a mot trong nhirng
nguoi d6. Sau khi minh dugc cu téi1 thi ong Watts



Humphrey chon, c¢6 khoang ba muoi may ngudi, cudi
cung 6ng 4y chon tat ca 16 nguoi, trong do co to1. Luc
do 1a thanh phan dau tién vao ngoi cung voi ong ay. Sau
d6 6ng 4y mang dén mot s6 nguoi, 1a cac khoa hoc gia,
kiéu nguoi dugc giai thuong Nobel, ndi cho vui. Nhimg
ngudi dimg nhat vé phan mém va tén tudi nhimg nguoi
do c6 trong cac sach giao khoa, Crosby, Richard, Mary,
dai khai nhirng nguoi nhu vay... Ong ay dua dén dé ong
ay phac hoa mot ké hoach vé 1am phan mém.

Khi d6 chung t6i ngdi lai v6i nhau, gdm co 16
ngudi trong cac nhan vién lic d6, ngdi ban cach lam thé
nao. Ong 4y bao "V&i kinh nghiém cua cic anh, néu cac
anh di khao sat phan mém, cac anh thay cai gi?" Mobi
nguoi déu dong gop v klen Sau khi dong gop tat ca cac
¥ kién xong xudi, ho tong hop thanh mé hinh. Tir mo
hinh d6 ho dwa ra mot phuong phap dé di kiém dinh
phan mém. Khi d6 trong nhom ciing hinh thanh mét du
an, trong dy 4n d6 mdi nguoi lo mot phan. Ngudoi thi lo
vé architecture (kién trac) nguoi thi lo vé di moi thir hét.
Nhung cudi cting cht lai cai khung. Cubi ciing dén nam
1988, tir naim 1986 mat 2 nim, dén 1988 chung téi hinh
thanh moé hinh déau tién, danh tur goi 1a Software Process
Assessement. Luc d6 mo hinh dau tién 1a nhu vay.

Trong nhom do6 chia ra lam ba phan. Mot phan
chuyén mén vé chi tiét, mot phan chuyén mén vé kién
trac, mot phan chuyén vé khao sat. Khi d6 t6i dimg dau
nhém di khao sat, tirc 13 lam assessement, di kiém dinh
lai xem cong viéc ra sao. Phuong phap nam 1988 goi 1a
SPA: Software Process Assessement, nguoi director
trong vé assessement luc do la t61. Lam cai d6 minh phai
nam viing tat ca, minh di minh phai xem ho lam thé nao.



Khi dén noi luc d6 giai phap van con so sai lim. Minh di
cac cong ti, minh xem xét nghién ctru, thoi gian mat do
mot dén hai tudn. Phuong phap lic d6 1a dua ra mot sb
cAu hoi, cau hoi thudc loai chuin, khoang do 160 cau
hoi. Minh phai gip timg ngudi mot dé hoi. Thi du gip
ong giam ddc, "Thua 6ng, 6ng 1am on trinh bay cho t6i
biét 1am nhu vdy, nhu vy lam thé nao." Sau khi kiém
diém tong két tat ca lai, thong ké lai minh cho cong ti kia
biét két qua, "Pay la wu diém cua anh, day 1a khuyét
diém cta anh. Pay la nhitng noi anh can thay d6i."

Lam viéc do thi trén nguyén tac cling khong c6 van
de g may. Sau khi lam c4i d6 xong dem vé trinh 1én, Bo
quoc phong xem x¢ét phuong phap do ho ndi la "Néu anh
no6i cong ti ¢6 wu diém nay c6 khuyét diém nay, né hay
thé nay, n6 do thé nay, néi thi 1a nhu vay. Nhung bay gio
phai lya chon giita nam bay cong ti thi sao? Cong ti nao
cling c¢6 vu diém khuyét diém thi t6i lwa chon ai day?"
Ho muén c6 mot tiéu chuén chit ch& hon. Luc do chung
t6i lai ngdi lai voi nhau. Bay gio 1am nhu thé nao?

Ong Crosby 12 mét trong nhitng ngudi rat noi tiéng
vé quality - chat luong, Crosby 1a mot trong nhiing
nguoi da tung lam viéc véi 6ng Mary, ong Crosby noi
rang 1a "Bay gio chi ¢6 mot cach duy nhét 1a phan chia
thanh céc thu tu, li¢t ké cac cong ti vao thir ty mot, hai,
ba bon, nim gi d6. Liét ké no ra. Cong ti nay véi uu
diém khuyét diém thé nay thi Xép vao hang s6 mot, hang
thap nhat cong ti nay voi uu diém khuyét diém thé nay
thi xép hang vao sd hai, s6 ba gi d6." Dya trén y kién ctia
ong Crosby, ong Watts Humphrey thu théap tai li¢u lai,
xac 1ap mot mo hinh méi. M6 hinh 4y goi 1a Capability
Maturity Model (CMM) - M6 hinh tang trudng nang lyc.



Trong khi 1am cai d6 ciing c6 nhiéu ¥ kién rat khac
nhau. Tht nhat capability 13 kha ning, tht hai maturity
tuc la truong thanh. Coi mot cong ti khong co gi ca,
gidng nhu moét ngudi trudng thanh tir nho t6i 16n. Lic
dau ho nhu vay, tur tir ho trudng thanh lén. Lic d6 minh
néi tir mot thanh nién, méi bat dau di hoc, rdi di lam roi
tu tir truong thanh 1én. T61 nghi trong ltc ching ta dung
chir maturity di c6 yéu t6 thoi gian trong d6. Vi c6 yéu
t6 thoi gian, do d6 anh khong thé nhay tir muc no sang
murc kia dugc. Nhu mot nguoi hai muoi tudi khong thé
nhay 1én thanh ngudi nam muoi tudi dugc. Truong thanh
nhu mot nguoi ndm muoi tu01 Vay can yeu to thoi gian.
T6i rat thich chit maturity, da s6 moi ngudi vé sau dung
chir capability ma khong dung chit maturity. Toi rat
thich maturity vi né 1a mot trong nhiing yéu t6 dau tién,
bét ddu tir quan niém dau tién cho t6i khi thanh mé hinh.
Thanh ra t6i biét rd yéu té d6. Nhung trong khi lam viéc
d6é c6 mdt cai ma thyc sy do minh ngdy tho ma khong
biét.

Sau khi mé hinh lam xong, 6ng Watts Humphrey
chuyén sang muc khéac, ong 4y di vao giai doan nghién
ctru. Giao viéc chuong trinh lam viéc cho ong khéc, 6ng
Bill Curtis. Ong Bill Curtis Iic d6 1a CIO cua At&T.
Ong Watts Humphrey theo ching t61 la mot nguoi dau
oc rat sang, dung 13 mot ngudi cd vision, tam nhin rat
cao, rat 1a gioi.  Nhung 6ng Watts Humphrey 1a mot nhan
vién quan 1i rat toi, noi thing nhu vay. Ong iy khong
phai 1a ngudi manager gidi. Do dé khi lam viéc trong
nhom do, moi nguoi céi nhau lung tung, véi y kién cua
ong ay, khong cii nhau trudc mit ong ay, nhung khi ong
ay quay mat di 1a moi nguoi trong nhém cai nhau. Lic
do t61 1a mot nguodi nhan vién quan tri cua cong ti
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Motorola, chinh t6i sip xép viéc diéu hanh véi ong ay,
t61 cling hoi buc minh v6i ong ay. Nhung véi uy tin cua
6ng ay minh khong néi duge gi. Nhung khi 6ng ay vang
mit, trong nhom ciing c6 van dé xich mich voi nhau.

Khi mang mot ngudi khac dén, 6ng Bill Curtis dén
dé trong cai do, o6ng Bill Curtis da la mot CIO cua
AT&T. Khi 6ng Bill Curtis vé, ong ay 1a mot nhan vién
quan tri rat gioi, vao dén noi 13 6 ong ay sap xép anh nao
ngoi dau la ngdi do, khong co6 cai nhau nira. Luc do ong
ay d6i nhom lai mot chat. Chung toi 13 nhitng ngudi ty
nguyén, duge cic cong ti cir dén do d6 khong ai bao
dugc ai ca. Mic dau t6i 1a giam dbc ciia Motorola nhung
bay gid ndi chuyén voi ong giam doc cia AT& T minh
dau co cai nhau dugc. Ngdi lam viéc chung voi nhau
ngudi ndo ciing diéu hanh ca. Dén khi anh Bill Curtis vé,
anh 4y 1a nguoi lam CIO, mot chuyén vién rét 1a cao, anh
ay tai to chirc lai nhom nay. Khi to chirc lai nhém nay
anh ay c6 mot y khac. Vi trong nhém cii nhau rat nhiéu,
ngudi nao ciing mudn 1 "t6i 1am phan nay t6i 1am phan
kia," cdi nhau lung tung, nén anh 4y dit ra mot luat méi,
luat choi mai, noi rang, "Toi biét cac anh 1a nhitng nguoi
da sang ché ra phuong phap nay. Muoi sau ngudi muoi
bay nguoi gi do. Néu bay gio viét phuong phap nay ra
roi dé tén nguodi vao thi 6ng ndo cling muén minh 12
dung dau khong ai nhudng ai ca." Thanh ra Bill Curtis
dua ra trd maoi 1a, "Tat ca cac anh 1a contribution, nguoi
dong gop. Con t61 s€ mudn nhitng nguoi hoc trd maéi ra
truong dé nhimg nguoi d6 nim 13y ¥ tuong, get ideas.
Pau 6c cua cac anh, chit xdm cua céac anh, nhung viét
xudng 1a nhimg ngudi hoc trd ho viét xudng."



Bill Curtis muén 6 ngudi hoc tro méi ra trudng
Carnegie ¢ Pittsburgh day thoéi, giao cho nhitng nguoi
hoc tro d6 trach nhiém viét nd xudng. Lic ching toi lam
la cac khai niém concepts, y tudong ideas lung tung,
nhung ma khi ngdi xudng viét thanh bai thanh ban, thi
giao cho cac em hoc tro do viét. Lac do cac hoc tro do
viét xong, ong iy bao, "Nhiing ngudi hoc trd ndy s&
dugc dé tén, coi nhur 14 tic gia clia nhimg phan nay. Con
cac anh la nguoi dong gop, contribution, hon nita cac
anh khong lam viéc, khong an luong, cac anh ty nguyén
tir cac cong ti khac guri dén. Thanh ra tit ca danh sach
cac anh déu 13 advisors - ¢6 van." La vi trong nhom c6
xung khic véi nhau. D6 1a y kién dé giai quyét vi ong
ndo cling ¢ su cai nhau khi lam viéc chung. Chang han
nhu néi 1a "Phan t6i lam 80%, t6i mubn dé tén t6i & do."

T6i thi t6i khong coi thanh van dé cai nhau vé tén
tudi nhung ma nhirg nguoi khac cai nhau rat nhiéu. T6i
khi ngoi hop chung t6i chi cudi thoi, tinh toi khong thich
tranh luan cac van dé tén tudi. Lic do minh dang lam
giam ddc & mot cong ti, minh chi mudn lam sao xong
viéc dé tro vé vi tri ciia minh, lam viéc cho cong ti cua
minh chir minh dau c6 mudn ngdi & ddy. Nhung ma
nhitng ngudi d6 co tham vong, dé vé sau toi s& ké cau
chuyén nay. La vi minh khong biét y kién ciia nguoi ta.
T6i cling c6 nodi chuyén véi mot s6 anh em, toi bao chir
"Anh lam giam dc & AT&T, anh cin gi cai tén cai tudi
ghi vao bai vo sach giao khoa cho hoc sinh, anh dé cho
ching n6 ngdi chir." Nhung ma minh khong biét tham ¥
cua ho. Thanh ra khi ho no6i chuyén véi toi, té1 bao,
"Khong can, mic dau toi lam 80-90 phan trim nhung ai
mudn 1am sao thi lam."



Khi 1am nhu vay thi trong nhém ciing c6 bat man
kha 16n. Sau su viéc d6, mo hinh d6 hinh thanh vao nam
1989, 6ng Bill Curtis noi, "Cam on tit ca cac anh. Bay
gid tit ca cac anh thanh mot cai goi 1a Advisor Board.
Con tit ca cac em hoc tro nay né ngdi n6 viét dudi sy
kiém soét cua toi, sau d6 t6i dwa mé hinh nay ra, tu no s€
la da. Boi vi bay gio dong qud, cai nhau lung tung, trong
khi nhom viét chi c6 4 ngudi." Ba ngudi hoc tro va éng
Bill Curtis, ba nguoi kia 1a hoc sinh méi ra truong. Khi
lam chuyén d6 xong, hop lai, moi nguoi dé)ng y, boi vi
khong ai nhuong ai ca, thanh ra khi dua cho hoc tro lam,
moi ngudi thdy c6 1i réi. Thanh ra bén ngudi, véi ba em
hoc tro d6 trd thanh tac gia, mic dau dang sau do thi day
la nhiing ngudi tham gia khac, 1a nhiing contribution,
nhitng ngudi dong gdp cho viée nay. Dén day giai phap
do coi nhu hoan tat. Chung t6i ngdi day déu trg thanh cd
van.

Trong nhém cb van d6 c6 ba nguoi, t6i, 6ng Ron
Radis, vice president cia Hughes Aircraft va 6ng Ray
Dion la Director tai Raytheon Electronics. Ba nguoi
chung t61 déu ¢ dija vi rat cao trong cong ti, ching t6i chi
mong hét viec dé tro lai cong ti lam viéc. Thanh ra ba
chung t6i cong viéc xong la chay vé cong ti lam viéc
ngay, khong dé y gi ca.

Khi mé hinh nay dugc dua ra, chinh phu rat thich,
mang md hinh nay Gng dung vao trong By qudc phong,
tim dugc rat nhiéu 15i, so sudt ¢ trong d6. Mang di ap
dung vao cac cong ti 1am viéc v6i chinh phu, tim ra rat
nhiéu 16i. Thanh ra m6 hinh nam 1990 rat 1a thanh cong.
Luc d6 méi chia ra anh & level 1, level 2, level 3, cép 1,
cap 2, cip 3, cip 4 gi d6. Khi d6 tit ca cac chuong trinh



do, chi c6 mot chwong trinh duy nhét duoc cap 5. Lic do
anh Grerior tirc 13 vice president cua ... dén khao nghiém
chuong trinh cia NASA. Chuong trinh NASA phong phi
thuyén con thoi 1én mit tring, chuong trinh d6 1a noi duy
nhit dugc cdp 5, ngoai ra khong ai dugc cép 5, khong ai
duogc cap 4, khong ai duoc cap 3. Tat ca déu cip 1 va cip
2hét. 1 véi2la thép nhét Tom lai n6 cho minh thay véi
tinh trang lam phan mem lac dé: tt ca cac cong ti lam
phan mém, trén nguyén tic, theo phuong phéap nay, déu
rat thap.

Mang sang Au chiu dé thir bén Anh, khong mot
cong ti nao bén Anh dat muc 2, dung no6i chuyén mirc
cao hon. Mang sang Dirc, ai cling & mue do, chinh phu
méi nhan ra 13 phan mem viéc hudn luyén vé phan mém
tir trudc téi nay c6 van dé. Tir xua dén nay day phan
mém dya trén phuong phap 1a ciia khoa hoc may tinh
computer science, chi c¢6 1am 1ap trinh. Bén khi chung t6i
thiét ké cai chuong trinh nay thi chinh phu lya chon
truong Carnegie Mellon, truong s6 mot vé ki nghé phan
mém, software engineering. Khi ching t6i lam, ching toi
dua tit ca nhitng cai gi hay nhat cia software
engineering vao mod hinh nay. Luc d6 chinh phi M7 ndéi
rang 1 c6 khac biét rt 16n giita khoa hoc may tinh va ki
ngh¢ phin mém. Lac d6 sy phat trién ciia software
engineeing ndi 1én. Day 1a van dé n6 nhu vay.

Thé nhung bay gio néu minh 1ui lai, luc ching t6i
trd vé 1am viéc thi mot ndm sau van yén ling khong co
gi ca. Khi nhiing cong ti ho dugc khdo sat bdi Vién ki
nghé phén mém, Software Engineering Institute, ho duoc
danh gia. Thi du 1dy mot cong ti, thi du cong ti ABC,
danh gia cong ti ABC cip sb 1, cap thap nhat. Ong chu



cong ti noi, "Vang t6i dong ¥ v6i cac anh, t6i dang &
muc mot. Nhung bay gid lam sao to6i1 1én murc thr hai?
Ong c6 md hinh danh gia, 6ng phai cho chung toi biét
cht." Khi d6 méi nay sinh tinh trang can co tu van, tu
van chi ong phai lam thé nay, ong phai lam thé kia. Khi
do6 t61 moi vo 1€ ra li do mudi sau nguoi do cai nhau la vi
ho c6 tham y 14 ho nhay ra ho lam tu van. Trong khi ba
nguoi trong nhém chung t61 khong nghi téi chuyén do.
Tha nhat 13 vi dia vi cia minh rat 13 cao, luong bong cta
minh rat 1a kha, minh khong nghi téi chuyén minh di lam
tu van bén ngoai. Trong khi nhitng ngudi kia trong tham
y cua ho 1a ho lam cai nay, vdi cai tén tudi do thi ho
nhay ra 1am tu van kiém nhiéu tién hon.

D6 1a mot diéu ma theo ¥ kién cua t6i1, nhin lai qua
trinh 1am viéc thdy minh con rat 1a ngdy tho trong khi
nhitng nguoi kia ho da tinh trudc roi. Boi thé méi co
chuyén cai nhau chtr binh thuong thi ¢c6 chuyén gi dau.
Bay gio quay lai, ba nguoi chiing t6i, Ron Radis, Ray
Dion, sau d6 nam 1991 ngdi lai nhin, thi muoi lam nguoi
kia nhay ra lam tu van. Ho dén céc cong ti dugce danh gia
s6 1 s6 2, ho tu van cho cac cong ti d6 dé 1én cip cao
hon. Ma 1én cép cao hon thi tring thau chinh phi s& hon.
Luc d6 t6i nhd rang Bo qubc phong noi réng, "Néu anh
khéng ¢ murc 3, chung t6i khong cho anh dau thau ntra."
Thanh ra cong ti nao cing mudn nhay 1én mtrc sO 3. Toi
nh¢ luc d6 ong bd trudng qudc phong co hoi ong Watts
Humphrey, "Mtrc ndo lam dugc?" Ong Watts Humphrey
noi la "Phai ¢& muc 3 trd 1én mdéi kha duoc, chir mac 2,
mirc 1 thap qua." Thanh ra bd quc phong méi ra chi thi
1a "Néu cac anh khong dat dwoc mirc 3 thi dung c6 hong
ma thau." Thau v0i chinh phu day, mdi cai thiu chuong
trinh v6i bd qudc phong 1a méau trim triéu, ngon lanh
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ddy. Thanh ra cac cong ti rdt mong tu vin giGp ho.
Thanh ra khi @6 anh tu van kiém tién bdi phan.

Minh khéng hinh dung ra chuyén d6. Lic toi vé
Motorola chwong trinh d6 dang quay rit manh. Thanh ra
t6i v& Motorola toi 1am viéc tiép. Cac anh chi ciing biét,
khi minh ¢ dia vi kha cao, ma cong ti dua minh ra khoi
vi tri dé 1am viéc & noi khéc khoang 2 nam, ndi bd trong
cong ti minh khong biét nira. Khi minh trd vé ngudi khac
c6 thé da iy cong viéc d6 roi. Cac anh chi ciing hiéu
chuyén do. Khi toi tré vé Motorola, ltc toi Véng, ho da
dua mot ngudi giam doc khac 1én. Bay gio minh trd ve,
hai 6ng giam dbc ngdi chung mot chd thi ciing 1a viée
nhu vay. Khi minh di nhu vdy 1a sy hi sinh, cong ti ho
cing biét nhu vay. Khi t6i tré vé, cong viéc da chay theo
chiéu huéng khac. Thanh ra d6 ciing 1a budc ciia minh.
Dang li ra thi ciing phai cong nhéan 1a minh qua s6t sing,
minh mubn cai thién phin mém, minh bo coéng viée cil
ctia minh, nhan mgt sy phan cong dac biét dé di sang lam
viéc thanh 13p céai Software Engineering Institute.

Khi nhin tré lai lic mo hinh bat du ra, ngay khi d6
t6i thay 1a truong hop d6 c6 su thay doi réi. Chuong
trinh d6 rat thanh c6ng véi bd qudc phong. Khi dé ching
t6i bat dau mang chuong trinh d6 ap dung vao cac cong
ti phan mem cta khu vic khong phai cia qudc phong.
Ciing rat thanh coéng. Thanh ra theo thoi gian, toi 1a
nguoi day chuong trinh do6 tai Motorola, mgt cong ti
hoan toan tu nhan khong dinh gi tdi qudc phong. Toi
mang sang Microsoft, t6i mang sang cac cong ti phan
mém khac. D6 13 vin dé& day nhu vay. Nam 1991 mé
hinh d6 dugc cong bd trén toan thé gidi, lac d6 moi
ngudi bt dau biét téi CMM 1a nam 1991. Tir ndm 91 t6i
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nam 95 CMM phat trién rat manh trong linh vuc qudc
phong, linh vic ctia Mi. Nhung dén nim 95 bat dau c6
cac giao udc qudc phong gitra Hoa Ki va cac qudc gia
khac. Néu anh & bén Anh va anh khong dat yéu cau thi
t6i cling khong giao thau. Bén d6 ciing phai lam nhu vay.
Diéu d6 tao ra tinh trang khan hiém tu van.

2. CMMI va tw vin dénh gid

Néu né6i vé tu van biét CMM nay thi trén ca thé
gidi e do chi mdi c6 15 nguoi thoi. Lac d6 cac cong ti
16n nhur IBM, Acenture, ho rat nhay vé tu vin nay, thanh
ra ho mai lam ra vu kién. Ho bdo "Pay nay, c6 15 anh
lam cai nay. 15 anh nay xuat than tir Carnegie Mellon, tir
Software Engineering Institute. Ma cac anh ay nam doc
quyen the nay 4? Khong ai biét no 1a cai gi ca." Anh
kiém tién thi cac cong ti 16n nd nhin thdy ngay, né mubn
nhdy vao chu. N6 méi tung ra mot vu kién nhu vay. Cac
anh khong gidu nghé dugc, cic anh phai day db nguoi
khac. Cho dén nam 1995, moi ngudi chi biét 1a c6 mot sb
nguoi rat it, 15 anh c6 thé tu van duoc, boi vi 15 anh nay
1a nhirng nguoi lam cai do. Ngoai ra khong co day dd gi,
cling kh6 cho moi nguoi biét cai d6. Moi nguoi chi biét
ong ¢ phan 1, phan 2, cip 1, cp 2, cdp 3, nhung ndi bd
bén trong khong ai biét. Léy li do @6 ho c6 mot vu kién
16n. Khi ¢6 vu kién d6 nha truong méi ndi ching toi
khong dinh dang t6i chuyén d6. N6 bét phai dem phuong
phap CMM ra giang day cho tit ca moi nguoi. Va giang
day xong, nhirng nguo1 hoc xong cai do thi phai qua mot
ki thi thi lac d6 méi co quyén di lam tu van.
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Day 1 qua trinh t6i trinh bay cho cic anh chi nhu
vay. Khi d6 cai nhom 15 ngudi kia ngdi lai méi bao, "C6
bao nhiéu nguoi minh day, khi lam CMM?" Khi pha dau
tién chuyen sang CMM, ching t6i la nhiing nguoi lam
xong, chuyén cho cac em hoc tro viét, ching t6i trg vé
cong ti cua chung t6i. Ba nguoi chung t6i, Gorbinis,
Dominique va toi tré vé cong ti. Con 15 anh kia vin ngdi
day. N6 moi hudng dan cac anh hoc trd nay viét lai. N6
da gidu bot nhitng cai then chét, bi mat, kiéu gidu nghé
d6. NoO su dung céc danh tur rit mo ho, nd sta cac ciu
chit, mat di 20%. 15 anh d6, v6i 3 anh hoc trd méi ra
truong lam viéc do. Ba anh hoc trd nay hoan toan trong
trang, vira méi ra trudng sau 4 nam dai hoc di biét gi
dau, khong c6 moét kinh nghiém gi cd. No bao sura céi
nay, sua cai kia, thi cr nghe 161 nguoi ta thoi. 15 anh nay
gidu khoang 20%. Nhung n6 gidu véi nhau théi, khi né
di 1am tu van cho moi nguoi khong hiéu gi thi né méi
chi tai li€u cho.

Pén khi cong ti n6 manh 1én, nim 1995 anh phai
bung ra anh day tt ca moi nguoi thi 15 anh tu vén ngdi
lai v&1 nhau bao, "Bay gio minh phai day noi khac, no
thanh tu van thi kinh doanh ciia minh khong tét." No
méi ddi lai mot cai nira, day hoan toan 1a vi¢c thay doi,
Xa0 x40 lai bén trong, thay doi lung tung tat ca 1én. N6
dua ra moét mo hinh méi réi méi nédi véi chinh phu la
ngay xura mo hinh CMM chi nham t6i phan mém thoi.
Bay gio mon tich hop ca phan mém lan phan ctng 1an
phan xanh phan do6 gi d6 thi dwa ra mot cai moi goi la
integration CMM.i, thém chit i vao bén trong d6. Déi voi
chinh phu thi integration cang hay, nghe noéi tdi tich hop
ai cling théy la hay, nhung thuc sy n6 xao tron ndi bd
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khong con ai hiéu cai gi nira. Thé 14 nd ra cai mo hinh
do.

Khi d6 3 ngudi chung toi thay tinh hinh nhu vay,
chung t6i thay van con trong ban Advisor Board, chiing
t6i tro lai nhimg cai cii, hoi sao sira hét nhiing cai thé
nay. T61 mdi goi nhitng nguoi kia lai bao," Bay gio phai
rorét11a1,21a2, 31a3. Bay gio nd thanh cai gi khong
a." Ho bao "Céc anh khong 1am céi nay lau roi cic anh
khong hiéu dau." Lic d6 minh méi v& 18 ra 1a nhu vay.
Chung t6i, ba nguoi ching t6i viét mot 14 thu yéu cau
khong dugc lam nhu vy, ddy 1a trudng hop vi pham rat
13 16n, chiing t6i dua van dé 1én. Nhung trong mot nhoém
Advisor Board, gdm c6 20 ngudi, 3 nguoi chéng con 17
anh kia khong chdng thi ciing chang di dén dau. Luc d6
anh Ron Radis tic 1am, néi "Théi tir nay chuyén giao
khong dinh dang dén cai nay nita. B cai d6 di, khong
dinh t&i nita." Nhung ma t6i luc do6 da la gido su ¢ day,
t6i cam thdy minh c6 trach nhiém phai néi 1én tiéng noi
ciia minh.

T61 ndi vui, tran danh nay rat 1a don doc. Hai ong
kia trd vé 1a pho chi tich, vice president cia cac cong ti
16n, quyén han va uy tin cta ho rat 1a 16n, ho bao "Ching
t0i khdng quan tam, khong cai nhau chuyén nay. Chiing
t6i vé trong cong ti clia toi, chuyén nay khong 1a gi." Ho
da 1én chirc rat 1a cao, luc d6 toi méi chi 13 ki su truong,
chief engineer va gido su dai hoc. Toi coi van dé nay la
don doc va ding lén nodi nhitng cai do. Khi do ho ciling
rat kho chiu v6i minh. Ho bao, "Ngay xua lam CMM,
anh 1a Advisor Board, nhung sau CMM anh cha biét gi
vé cai nay ca, xin moi anh ra khoi cai board ludn." Khi
doé ho dua t61 ra khoi céi board luén. Liac do6 ho cang
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1ong hanh thém nita, t6i noéi thyc sy né 1a nhu vay, ho
cang xao xao thém nira. Trong ndi bd cua ho luc do6 cling
c6 su chia ré&. Nguoi nay gidu cai ndy nguoi kia gidu cai
kia thanh ra khong ra dau vao voi dau ca.

Dén khi ho mang ra giang day, rit nhidu diéu mo
hd. Toi biét IBM ho vao ho xem. Téi nhé 1a hom d6 toi
an com véi ong Rinoprino hi¢n gio dang lam president
cta IBM. Sau khi dn t61 cuoi cudi méi bao "Cong ti IBM
rat 13 10n, tién bac rat nhiéu, uy tin rat cao. Cac anh biét
thé nay, 1am thé nay, mdi 1an 1am luom bac cic, hai chyc
nghin, ba chuc nghin, trong khi c6ng ti 6ng thu bac triéu.
Ong ma lam sai, quoc phong vao né mang tiéng, ong
lanh du. N6 gidu dau gidu dudi rdi thi khong cach chi
ong vo lam ma biét dugc. Nhan vién cta 6ng duoc huin
luyén cach miy di chang nira thi v6 ciing hong." Tai vi
khi xua ho nhin thay ¢6 bd an tién ngon, nhung sau d6
ngdi lai toi bao néu khong tin 6ng ra xem cong ti khac
ong hdi thém di. Luc dé 6ng Dominique dang lam vice
president, ra hoi ong president, xin ¥ kién ludn. "Y kién
ciia nguoi ta nhu vdy ma nguodi ta con bd céai board
nguoi ta di thi minh dinh cdi d6 lam chi." Luc do
Rinoprino phu trach IBM tr¢ lai lién lac v6i anh Ron
Radis cua cong ti Hughes Aircraft va anh Ray Dion, cua
cong ti Raytheon Electronics. Hai nguoi d6 noéi ngay
"Pang ri, John Vii ndi dung rdi, cai chuyén nay bay gio
khong ra cai gi nira. i sau vao 1a 1anh du." Thi IBM moéi
rut ra khong lam cai d6 nira.

Lac d6 nhom ngudi 1am tr van ho méi huan luyén
xong bung ra 1am tu van. Vao khoang nim 1995 dén
khoang nim 2000 sé ngudi tu van ho huin luyén duoc
quing 400 ngudi. Céi quality van con rat chit ché, mic
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dau volumn d3 bi xao x40 rdi nhung quality van con chit
ché&. Pén khi vao khoang 1997 -1998 nguoi An bo bat
dau vao. Nhimg anh An D¢ dang lam Y2K, anh iy danh
hoi thay cai nay coi by an tién duoc thi anh éy nhao vao
lam. Nguoi An D6 c6 mot cai hay la khi dén noi mua
chuoc rat k1 tién trong tién ngoai moi ong ay an moi ong
ay ubng roi chuyén cira true cira sau. Thanh ra nhimg
anh ndm duoc cai then chdt d6 déu mé ctra. Ty nhién sb
ngudi 1am tu van ctia chinh pha Hoa Ki vao khoang 200
ngudi, nhung ngudi lam tu van An Do khoang 400
ngudi. Anh An D9 bao chung t6i khong kinh doanh &
day la thi truong mo. Ding la nhiing ngudi An Do di vao
thi truong Hoa Ki ndy, nguoi tu van Mi néi, ho chi nim
thi truong thé nay thoéi, chir con ra thi truong thé gisi
chung t6i khong can. Anh An D6 bao chung t6i chi ndm
thi truong thé giéi, khong ndm thi truong cua anh, khong
c6 dung cham nhau. T{rc 12 ngudi An Do sé& khong vao
thi truong Hoa Ki, nhung nhiing anh kia khong nghi
chuyén do, khong nghi chuyén thi truong bén ngoai la
kha.

NGi dai dé nhu vay, d¢ 400 anh An Do di lam tu
van cho CMM ¢ ngoai qubc. Anh An Do lam ngay mot
tro. Néu di dang theo phuong phap thi mat rat 1au. Anh
An D6 ban véi moi nguoi 1a d6i CMMi thanh CMMi
version 2. Version 1 thi dé bi sira nat bet ra 10i, bay gio
d6i version 2. Ma mudn do6i sang version 2 dé lam tur van
thi phai chuyén tir cai goi la Capables, nang lyuc, sang cai
thtr hai goi 1a Documentation, tai liéu. Cac anh hiéu cai
d6 khong a. Mot 1a anh chimg minh cho toi thy kha
nang cua anh, hai la néu anh c6 tai liéu thi tdi chi coi tai
liéu chtr khong can kha ning ctia anh. Tic 1a dang di tir
cai murc 14 t61 xem kha ning ctia anh thi chuyén thanh toi
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xem bang cdp cua anh. Thi du nhu minh khéo sat mot
sinh vién hoc sinh xem c6 thi dau hay khong, ctr dua bai
ra 1a dugc roi. Nguoi An Do ddi phuong phap do la vi
khi d6 An D6 c6 rit nhiéu cach ho ddy van dé thanh
documentation. Thanh ra CMM bién thanh mot hinh
thtre 12 néu anh c6 tai li¢u thi anh 1a duoc. Thanh ra né
d6i phuong phap khao sat thanh documentation. Va cudi
cung no thanh version 2, documentation oriented, huéng
theo tai li€u, khong phai 1a quality oriented, hudng theo
chat luong nira.

Ngay khi d6 nhitng nguoi chung to6i phai ding 1€n,
lic d6 12 noi tiéng noi cudi cing. Ching toi ding 1én hop
tat ca moi ngudi lai dua ra tiéng nodi. C6 hai em hoc sinh
tac gia cia CMM ciing ding 1én chung voi chung toi.
Cai nay da bi sai qua r6i, bay gio phai dung no lai. Phai
lam lai hét. DPén khi d6 thi nhom tu van ng01 trong
Advisor Board, ba bon trim ngudi ngdi d6 roi, lam thé
thi bé ndi com ciia ho. Ho yéu ciu tit ca nhimg nguoi da
lam, ké ca nhitng em hoc sinh ngdy xwa ho di thué,
nguoi authors do, ciing phai trong nhom lu6n. Thanh ra
cudi cung mo hinh d6 tro thanh, t61 ndi vui, 1a mot mon
an ngon lanh bién thanh ndi com heo rdi.

D6 1a sy thyc vé cai mo hinh nay. Trong subt 20
nam ¢ Hoa Ki, t61 1a nguoi chiu trach nhiém ve phén
mem khi nao Ién s6 4, hay s6 5, gan nhu tat ca cac phan
mém can quyét dinh & dang cip sb 4 sb 5 déu giao cho
t6i hét. Va t6i 1a ngudi ludn ludn xem xét cac cong ti do.
Khi t6i vé toi lam cho Boeing, uy tin cua toi rat 1a 16n.
Thanh ra trach nhiém ¢ trong do, ngay ca ¢ cac cong ti
ho dat dang cap s6 4 s6 5, ho ciing moi t6i dén. "Tu vén
chi cho t6i nhu vdy nhung ma anh dén anh xem lai xem
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c6 dang thé khong." Ho van rit 1a tén trong minh.
Nhung ma vé sau ngudi tur vin 1am bé bdi qua t6i mai
noi the nay, t61 bao "Hai muoi ndm nay, ca mot nu6e Mi,
1am vé phan mém, sudt 20 nim dugc 7 nhém, 7 cong ti,
khong phai toan cong ti dau, chi 7 nhém dat duge dang
cap thir 5." Bén nay né khong xét company, nd xét
organization. Chang han nhu chwong trinh phi thuyén
con thoi cua NASA, 1a m¢t chuong trinh trong NASA
cht khong phai toan cdi NASA. Ngay cong ti Boeing
chung t6i cting c6 2-3 nhom lam cai do, nhung cé cong ti
Boeing thi khong duoc cai chuan s6 5, nhung ma mot
group trong do dugc céi d6. Do 1a céai khac biét, ching
toi quan niém do la organization chir khong phai la
company. By 17 cong ti, 17 nhom dat dugc muc s6 5.
Trong khi d6 sang An D9, chi ¢6 2 nam théi, vao khoang
nam chuc cai s6 5 va dén bay gio gan nhu 1a 400 dén 500
cong ti dat mirc s6 5. Trung Qubc méi biét dén mo hinh
nay khoang d6 3 nam nay thoi. Toi nhé 1a 1an toi sang
Trung Qudc lan dau tién gidi thiéu mo hinh nay, luc do
nam 2003. Ca Trung Qudc chua ai biét CMM la cai gi.
Pén nam nay 1a 2008 thi ho ciing da c6 300 dén 400
cong ti dat toi muire s6 5.

T6i trinh bay cai d6 dé cac anh chi thay nhu vay.
Cudi cung thi di t6i Viét Nam dau 7-8 cong ti dat mirc s6
5. Toi da di va noi chuyén, khi t6i sang Trung Qudc, toi
& Thuong Hai gip mot cong ti mirc s6 5 ho cho t6i coi
gidy ching nhan. T6i sang Thanh P9, tic 1a tudt phia
bén kia, cling gip cong ti khac, ho ciing khoe s6 5. Ma
con s6 cta ho chinh x4c dén murc d6 bén nay do luong ra
sao thi bén kia do luong ciing véy. Cong ti ndo ciing
gidng hét nhau, qui cach giéng nhau, cac con s6 gidng
hét nhau. Bat ki cai gi t6i ting chi tiét ciing giéng nhau.
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Hai cong ti hoan toan tich biét ma no giéng nhau timg
con sb, ting ddu cham, ting diu phiy, khac mdi tén
cong ti. Va bay gio sang Viét Nam, t6i khong noi tén
cong ti & Viét Nam. T61 sang mot cong ti ¢ Vigt Nam t6i
ngdi ndi chuyén, ho ciing trinh bay nhimng dit kién nhu
vay. Ma 'déu chdm diu phay cua ho ciing khong khac
cong ti An P9, khong khac cong ti Trung Qudc bao
nhiéu hét. Tém lai, theo quan ni¢m cua toi, c6 mdt nguoi
nao d6 dua bai viét san ra, n6 chi doi tén cong ti thoi.
Pay nay 16 rang tit ca cac tai liéu di c6 sin roi, & cai
muc do.

To61 trinh bay cho cdc anh céc chi vé lich st nhu
vay dé cac anh cac chi ndm vimng van dé. D6 1a lich sir
clia cai 1am qui trinh CMM. Hién gid thi n6 da dén mirc
goi 13 té hai roi. Pay 1a quan niém c4 nhan cua toi, toi
trinh bay. T6i khong dimg trén quan niém nao. Thir nhat
1a t6i khong hé 1am tu van. Thi hai t6i cling khong giang
day cai nay cho ai hét. Toi chi giang day trong truong
dai hoc. Rat nhiéu cong ti rit nhiéu noi ho moi t6i dén,
to1 no1 "Khong t61 khong lam chuyén nay." Khi anh Ron
Radis, vé sau bi mot bénh rét 1a nang, tu chuec, vé dudng
bénh. Trén giuvong bénh anh ay noi 1a "Bay gid trén
chién tuyén nay chi c6 3 nguoi ching ta, anh, toi va Ray
Dion, chung ta rang 1én tiéng néi trung thue, du tiéng n01
ciia minh nguoi ta khong nghe, van phai néi nhu vay."
T6i thi t6i rat cam nhitng nguoi vdy, anh phai biét 1a
nhitng gid phiit cudi cing cua con ngudi, 10i nodi rat
thanh that. Anh éy noi 1a, "Toi tro vé cong ti cua toi, toi
c?im tat nhan vién cia t6i lam cai nay. Lam thi lam cho
tir té. Ai clng biét 1a trong nhém lam viée, mdi nguoi
lam mot phan. Cai phan khéo sat, assessement, anh 1a sd
mot." Ai & dau trong cong ti ndo ciing moi toi dén, nhidu
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khi minh tu van cho ho rdi, nhung nhiing cong ti lam an
dung dan nhu cong ti IBM, ho di c6 ngudi tu van lam
duoc, nhung khi ho dat muc s6 3, s6 4 ho cling goi toi
dén. "Nho anh coi giim xem ching t6i ¢6 lam duoc thuc
su hay khong."

Ho néi nhu vay cho nén t61 s€ gitp cac anh cac chi
mdt cach nhin n6 khong giéng nhu cach nhin cta ngudi
giang day, no khong gidng cach nhin cta ngudi tu van.
T6i s& néu lai, hdm qua c¢6 mot s6 ¥ kién trao d6i, nam
ngodi ciing di nodi qua dé tai réi, hom nay c6 mot sé anh
chi m&i, t6i noi lai van dé nay. Va bai giang cua t6i ngay
hom nay t6i ciing dua hét cho cac anh chi. Cac anh chi
c6 thé mang bai nay vé giang day trong nudc rat 1a gian
di. Ngoai ra t61 thém mdt phﬁn nita.

Pén nam 2005 cong ti Boeing duoc giai thudng
cao nhat vé phan mém la IEEE. Day 14 giai thuong trén
thé giGi, gdm c6 mot uy ban di xét tat ca cac cong ti trén
thé gi¢i xem nhiing cong ti nao lam gioi nhét, chat lugng
cao nhit. Tai dat gidi do, dua trén CMM t61 dat giai do.
Dé dat cai giai d6 minh phai c6 tt ca nhitng dir kién. Tat
ca nhitng dir kién gi ma minh c6 thé trinh bay dugc, toi
cling mang vao day. Bai do t6i da trinh bay trudc hoi
dong han 1am vién bén Mi nay. T6i da trinh bay & mot s6
conferences khac nhau. Thanh ra cic anh chi thiy nhu
vay vi¢c dat dugc giai thuong IEEE Award khong phai
1a chuyén d&. Gan nhu dinh t6i vin dé quality thi no can
tat ca cac dir liéu do, van dé chat luong cho mot nhom
nguoi. Ma toi ciing nhan manh trong cong ti Boeing chi
¢4 3 nhoém dat dugc mure sb 5 thoi. Cong ti to1 c6 khoang
400- 500 organizations chi c6 3 organizations dat dugc.
T6i cho cac anh chi thiy 1a t6i dat van d& chat luong, van
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dé con sb do dac rat 1a chinh xac, rat 1a ki ludng, cha
khong c6 1am bira lam bai.

Thanh ra hién gio né van 1a mét cai thude do cla
nhimg cong ti ding dan. Thanh ra Nhat, cong ti Toyota
sang xem cai nay no va bao "Anh c6 nhiing cai ching toi
can phai hoc. Ching t6i dung cai d6 lam benchmark dé
néu cac cong ti khac hoi néu anh dat mic s6 5 thi anh
phai 1am thé nay." Ngay xua t6i lam cho Motorola thi
lam Six Sigma. Sau nay Toyota sang cling xem lai. Bay
gio cac cong ti dung din ho cling xem, ho dung cai d6
lam benchmark cho cong ti ciia ho. T6i trinh bay véi cac
anh chi nhu vay.

Cdu héi: Thay néi la vao thoi diém CMM dwoc
pho bién ra bén ngoai thi to chirc nao ¢ trong nuwoc M7
cdp chung nhan?

Cai Software Engineering Institute d6 - Vién ki
nghé phan mém. P3 cip khoang hon 1000 gidy phép.
Anh tra tién cho ho thi anh duoc gidy phép. Trudng hoc
khong co cap cai d6. Viéc iy chung nhan cing nhu
chimg nhan bang 1ai xe vay thoi. T6i van ndi dua véi
moi ngudi nhu thé nay. Toi néi rang ai ciing co thé co
bang l4i xe. Nhung nguoi l4i xe dua v6i nguoi lai xe mai
tap la khac nhau. Mot em 17-18 tudi méi bat dau di lam
bang lai xe va mot tay li xe dua Innova 500, cai khac
nhau ¢ chd d6. Thanh ra moi nguoi bao ti, c6 mot sb
anh Viét Nam hoi t6i, "Néu bay gio t6i mudn 1a nguoi
lam cai do thi c6 dugc khong?"

T6i bao "Di nhién 1a lam dugc chir. Bay gio anh
vao anh hoc 3 16p ho day. Sau d6 anh dau ki thi. Va anh
dong mot so tién. Hién gio co quan cép gidy phép gom 8
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ngudi, trong d6 6 ngudi An Do. Ho doi mdi ngudi mdi
nam phai dong cho ho hai chuc nghin d6 la. Ho sé& cép
cho anh gidy phép hanh nghé. Anh muén hanh nghé ra
sao thi hanh nghé." T6i noi dua dua, "By gid An P nd
lam chi ¢6 hai ba muoi nghin thoi. Anh c6 hai chuc ngan
d6 la anh dong cho ndé mot nam, tirc 13 t6i thiéu tom lai
anh phai lam 3 cai assessement anh mdi thu hdi dugc
von." Luc d6 tén tudi cta anh nd nhédn ra. Toi khuyén
moi nguoi khong nén dinh vao chuyén d6. Trude sau gi
mot thoi gian nira ciing ¢ sy thay doi. Va cai gi ciing
vay, néu minh khéng ngan dugc thi cr dé n6 lam vay di.
Dén khi nao n6 mat hét gia tri di roi thi né doi. ISO ciing
vay. Thuc su nhitng cai d6 gan nhu khong con gia tri nao
nita. Vi ching toi biét rat rd ISO, véi ITIL véi CMMI,
bay gi¢ nhiing cai d6 nguoi ta chi trung bay ma thoi.
Chinh t6i di sang bén An D6 t6i nhin thay cong ti ban
gao bao "Chung t6i cing ISO day," cong ti ban tral cay
"Chiing t6i ciing ISO day," roi cong ti phin mém ciing
CMM level 5. O dau ciing vay, ngudi nao ciing c6 cai
d6. Ma nhu thé thi con gia tri gi nita. Ma thyc sy ho ciing
khong hiéu cai do la cai gi. Bay gio cac anh chi doc cac
quyén sach ho viét ciing khong hiéu n6 noi cai gi. Toi s&
gii thich rat rd rét cho anh chi n6 1a cai gi. Con cau hoi
nao nita khong?

3. Diém then chét ciia CMM: truong thanh
nang luc

Diém quan trong nhit cia CMM la process, qui
trinh. Chat luong ciia mot san pham phan mém dya vao
chit lugng ciia qui trinh 1am ra n6. Néu minh mudn cé
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chat lwong san phim cua minh tét, minh phai cai thién
qui trinh 1am viéc. Tc 13 mudn cai tién san pham,
improve product thi phai cai tién qui trinh, improve
process. Thay vi ngay xua theo phuong phap binh
thuong lam phén mém ttc 1a 1am xong, hong lai stra, cac
anh chi thiy khong a: viét code xong test, hong dau stra
do. Bay gio phuong phap nay khong lam nhu vy duoc
la vi anh chi thay nhimg dir liéu t61 dua ra, cac yéu cau,
requirements, néu sira chita phan mém khi n6 da thanh
mot san pham rat 1a ton kém. Do d6 phai dit vin dé
chinh 1am sao dé qui trinh minh lam viéc cho thét tot,
that hay. Day la cai nguyén tac, principal cua ong Watts
Humphrey ong ay dua ra ngay tur nhimg ngay dau ngdi
xuong lam chu’ong trinh CMM. T61 van coi day la cai
then chdt, cai tinh hoa cua giai phap nay. Tuc la mudn
cai thién, néng cao chat luong ctia san pham thi phai cai
tién, cai thién qui trinh 1am ra n6. Cau nay t6i ludn ludn
dat lén dau.

Qui trinh, no6 la cai gi? Cai process hay céi qui
trinh do, no 1a tap hop cua tirng budc mot khi minh lam
viéc gi d6. No la nhitng cai phuong phap lam viéc, no 1a
nhitng cach thirc 1am viéc, va dong thoi 1a kha nang cta
nguoi lam viéc. Tic 1a nd lam viéc psycho-process-tool-
technology (tam li-qui trinh-cong cy-cong nghé). Tét ca
nhimng cai d6 cong lai dé 1am. Van dé t6i tom tat ngay &
nhiing bai ¢ day 1a qui trinh 1a cai nguoi ta lam viéc, chur
khong phai la cai nguoi ra ghi ra gidy to. Cai nay la cai
cac anh hién dang di 1am goi 1a tu van phan mém thay
nhirc nhdi v6i cau d6. Toi ndi ngay 1a bai giang cua t6i,
toi day dai hoc, t6i khong lam tu van. Thanh ra néu cac
anh chi dén mot cong ti gidy to so sach rat tét, cac anh
chi ciing nén can than. Noi 12 nhan vién phai lam thé nay
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thé nay nhung ma ho ¢ lam thé hay khéng? Cong ti nao
cling c6 nhitng cai policies, chinh sach lam viéc phai
khong a. Co nhitng phuong phap 1am viéc ghi nhan bang
gidy to, phai lam viéc ndy, phai lam viéc nay, phai lam
viéc nay. Gidy to thi néi nhu vay nhung nguoi ta c6 lam
viéc do hay khong?

Do d6 t6i dat vin dé do. Process 1a cai ngudi ta
lam chtr khong phai cai ghi nhan trén hd so. Néu chi 1a
ghi nhan trén ho so thi ngudi ta bao 1a anh lam phan
mém, anh phai tric nghiém phai lam céai nay, lam cai
nay, ai khong nghi ngd vao nhimg diéu d6. Hién gio dén
ngudi trach nhiém phan mém va hoi anh c6 policies
khong, anh c6 procedure khong, anh cé cai nay khong,
néu c6 thi cho t61 xem. Con nhan vién c6 lam hay kh6ng
t6i khong can biét. Anh chi c6 biét khac biét no la cai gi
khong? Néu anh chi lam v6i ngudi tu van, nguoi tu van
s& n6i nhu vay. Toi dén cong ti t6i chi xem 13 bay gio
CMM no doi phai c6 cai nay cai nay cai nay, anh c6 cai
d6 hay khong? Ctr xem cai d6 xong 1a xong roi. N6
khong can biét nguoi thyc hanh nhu thé nao. Li thuyét 1a
nhu vdy nhung nguoi thuc hanh 1a né khong héi cai do.
Néu n6 hoi, sé 10i ra ngay. Cho nén t6i nhdn manh quan
trj cho ai, tai liéu dé lam gi, for whom, what that for
documentation? D¢ 1a diém t6i ndi thiang vao diéu do.
Néu ching ta nam duoc van dé nay thi tAt ca moi viéc s&
rat 12 1o rét.

Bay gio chung ta nhin vao qui trinh phan mém, c6
tinh chét 13 trinh ty théi. Ching ta ¢6 hai vin dé. Thu
nhat, 1a khi lam phan mém ching ta phai tao ra san
pham. Qui trinh 1am phan mém ai ciing biét rdi, khong
c6 gi 1a ddc biét ca. Con qui trinh phan mém day n6 dua
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vao nhu cau thi truong va doi hoi cua khach hang. Phéan
biét rat 1a rd, khi ma cai tién phan mém, phai dya trén
yéu t6 chinh ciia cong ti d6, tirc 1a 16 13i. Day 1a van dé
nhiéu ngudi van chura nim dugc sau sdc han. Ngay tir lac
dau, nguoi khach hang yéu ciu chung ta lam san phdm
phan mém. Dya trén nhu cdu cta ngudi khach hang, dwa
theo thi truong doi hdi, nguodi ta lam cai nay. Cai nay ai
cling lam, nhung dya trén muc ti€u ctia minh, ctia cong ti
xi nghiép d6, ching ta mdi cai thién. Li do tai sao? Cai
nay ai lam cting dugc, nhung ma 161 16 sao khong thanh
van dé. Va khong co cong ti nao mudn 1am 10 hét. Do d6
nguoi chu cong ti noi rang néu chung t6i mudn giam chi,
ching t6i mudn ting thu thi chung t6i 1am thé rat 13 gian
di. Cong ti nao khi lam viéc cling vay, t6i gidm chi phi
xubng, t6i ting tién vo, thi mudn lam cai d6 ho phai cai
thién cach lam viéc cua ho, dé ho dat duge muc dich do,
c6 phai khong a?

Do d6 phai phan dinh hai yéu t6 d6 khac nhau. Cai
cai tién improvement phai dya trén muc tiéu cai thién
kinh doanh, business improve objectives ctia cong ti.
Néu cong ti bao bay gid ching t6i phai cit giam ngan
sach, giam tién v6 thi ho phai lam thé nao? Néu cong ti
bao chung t6i ting kha ning bao hiém 1én 13 nhu thé
nao? Duya trén yéu té nay, ca chuong trinh cai thién phai
dira trén yéu t6 nay. Thanh ra khi lam nhu vay ching ta
khong co van dé cap 1, cap 2, cp 3. Cép 1a vo nghia.
Bay gid cong ti bao, nim nay tién 10 cta chiing ta 13, thi
du 100 déng. Nam t6i chung ta mudn tién 10i 1én 300
ddng thi chung ta phai c6 phuong phap nao do, ap dung
gi d6 dé dat dugc cai muc dich tir 100 1én 300. Thi nhu
vay méi c6 1i phai khong a? Néu chung ta dang cép 1
ching ta nhay 1én cép 2, thi cip 1, cép 2, cap 3 khong c6
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nghia li gi ca. T6i hoan toan phii nhan vin d& noi chuyén
cap. Néu 6ng chu cong ti bao chung ta dang & mtc s6 1,
ching ta phai 1én muc s6 5. Cac anh chi nghi di, murc thir
5 c6 nghia 1i gi véi thuong mai cua cong ti d6? Thanh ra
rat nhiéu ngudi 1am 1dn & chd dé, tuw van né chi bay. Anh
dang thé nay, anh dat dugc cAp 1 d&én cdp 5, cdp 1 cip 5
khong nghia 1i gi dbi véi van dé business hét. Co ding
khong a?

Do d6 khi chung ta bat dau lam CMM, ching t6i
cho 1a muc dich dé dat dén cai gi, phai dat muc tiéu ra.
Phéi dua trén muc tiéu d6 ma sy cai thién phai nham t6i
lam sao dat duoc cai muc ti€u do, tic la business
improve objectives. Toi lay mot vi du khac dit co s trén
nén gido duc. Bay gio cac anh chi bao hoc sinh chung ta
phai dat trinh d¢ nhu vay. Chung ta phai lam sao nang
chét lugng ctia hoc sinh ching ta 1én mtrc d9 no6 cao hon.
Thi cai nay 1a muc dich chi dao. Tat ca nhitng chuong
trinh, nhiing improvement cai thién phai lam sao bét
duge muc dich d6. Do d6 ra khoi van dé ki thi. Toi
khong can biét thi tap gi hét nhung ma lam sao nang no
Ién. Quality moi la quan trong chir dau phai bang cap
méi 1a quan trong. C6 dung thé khong a. Lam phan mém
cling phai nhu vay. T6i néi tryc dién van dé nay. Toi d6i
lai quan niém tu duy cua nhitng nguoi nay. Toi dang &
cap 1 nhay tir cdp 1 1én cdp 3, cap 4, cai cip bac do
khong c6 nghia li gi ca.

Bay gio chung ta di sdu thém vao van dé mot chut
cac anh chi s& thay ddy 1a van dé. Pay 1a cai then chdt,
cai chia khoa m¢ canh ctra ma lam sao nhiing nguoi tu
van van méc. Thi nd c6 5 cap do tir 1 dén 5. Trude cai 1
la qui trinh lam viéc & trong cong ti Ion xdn, manh ai néy
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lam. Khong ai bao duoc ai hét. Py 1a chuong trinh s6 1.
Manh nguodi nao nguoi do lam, khong ai bao dugc ai.
Project nay chay dudng nay, project nay chay duong
nay, 6ng giam ddc néi dong giam ddc, nhan vién néi nhan
vién, khong ai bao duoc ai, cai nhau lung tung ca Ién,
khong ra cai thé théng gi ca. Do 1a cép 1, impossible.

Cép tht 2, mudn tir cAp 1 sang cdp 2 thi phai co
quan tri, tic 1a management. Quan tri cai gi? Thi viéc
dau tién giai quyét van dé, trong bat ki cong ti ndo co rat
nhiéu dy an. Mot cong ti co thé c6 ca tram du an. Viéc
cai thién dau tién 1a viéc cai thién tir cai viéc can ban,
viéc then chét bit dau tir cai thién dy an, project. Khi
chung ta cai thién duoc du an, thi ta di ding budc. Khi
cong ti cdi thién dugc cach lam viéc cua dy an, ho dat
dén murc 2. Mure thir hai 13 ho da nam ving duoc yéu t6
quan li dy an, project management. Murc thir hai 1a muc
nam viing dugc project management. Thé thi ching ta
thir twdng twong mot cong ti c6 100 du an. Néu dat duoc
mic 2 thi tit ca cic du an d6 phai thanh cong. Du an
dudi sy kiém soat va diéu hanh ctia ngudi quan li dy 4n
c6 thé khac nhau. Thi du bay gio thidy Ban quan li du 4n
cua théy Ban, va anh Son quén li dy 4n cua anh Son, moi
ngudi lam viéc khac nhau, nhung ma ca hai déu thanh
cong. Do 1a murc thu hai.

Bay gio ma ong chii ong 4y bao rang 13 "Dy 4n nio
ciing thanh coéng, nhung t6i mubn 1a bio dam trong
tuong lai dy 4n khong thudc su chi huy ciia thay Ban hay
ctia anh Son, bat ¢t ai 1am du 4n ciing thanh cong." Anh
Ban c6 cai tai diéu khién dy én, nhung néu anh Ban budc
ra khoi va nguoi khac vo 1am thi ¢6 thé no hong. Thé thi
dy 4n 13 & muc tha hai. Van dwa vo cai kha ning cia
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nguoi quan i dy an. C6 ding khong a. Thi du néu anh
Ban 13 ngudi quan li, anh rat thanh cong bay gid anh Ban
bao toi di hang khac toi lam, dé ngudi khac lam khong
c6 gi dam bao du an thanh cong. Do d6 bat dau dén murc
tht ba 1a tiéu chuén ho4, standardization. Tiéu chuin hoa
tirc 14 phai 14p ra mot ngudi, hay mot nhém ngudi dén
héi anh Ban, "Anh Ban oi, anh 1am du 4n rat thanh cong.
Thé thi anh 1am cai gi hay, cai gi do anh chi cho em."
Anh Ban bao "T6i 1am nhu thé nay, t6i lam nhu thé nay
day." Rdi dén hoi anh Son, "Anh Son oi, anh lam nhu
thé ndo ma dy 4n rat thanh cong. Anh 1am sao, anh lam
thé nay, thé nay..." Ghi chép lai nhiing c4i gi ma anh Ban
va anh Son thanh cong, ghi chép lai cai d6. Cai d6 bién
thanh cai goi la organization assets, tai san cua cong ti.
Duya trén tai san cta cong ti do, néu ching ta mang ra
phan tich, ching ta s& thay rang ~gitra anh Ban va anh
Son 1am viéc, n6 c6 rat nhiéu diém twong dong. Va di
nhién ciling ¢6 nhing diém khac biét, chir khong ai glong
hét ai. Piém tuong dong 1a phdi co nhiing nét chinh dé
no6 lam cho dy 4n d6 thanh cong. Diém khac biét 1a do
kha ning diéu khién va kinh nghiém cta ngudi lam viéc,
no c6 cai hoi khac mot chut.

Va voi tat ca nhitng diém twong dong, thi du anh
Ban lam A anh Son ciing lam A thi diém A 13 diém
tuong dong vi ca hai cung la A het Vay A s€ duogc dua
thanh tiéu chudn miu myc ma tit ca moi ngudi déu phai
di theo. Vay no tré thanh mdt cai 1a common process,
qui trinh tuong déng Qui trinh twong dong tit ca moi
ngudi déu lam giong nhau. Va khi lam vi€c c6 kha nang
riéng clia moi nguol, n6 c6 nhiing chi tiét khong giéng
nhau. Cai chi tiét d6 1a unique process, qui trinh duy
nhit. Khi ching ta c6 diém twong dong 1 common
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assest thi tit ca moi ngudi trong cong ti phai dugc huén
luyén dé 1am cai viéc d6. Anh Ban lam ciing thanh cong,
anh Son lam ciing thanh c6ng. T4t ca moi nguoi trong
cong ti phai tuan theo céai standard, cai tiéu chuan. Ai
cling phai 1am nhu vay hét. T4t ca moi ngudi déu phai
tuan theo cai common process. Khi theo common
process do thi common process d6 tr¢ thanh standard
process. Tiéu chuan, moi ngudi déu phai theo tiéu chuan
hét. Tir cai tiéu chuan standard process d6, né phan biét
ra ¢ mot s6 diém khong gidng nhau, unique, cai unique
d6 no goi 1 tailoring, do may, phai khong a. Anh lay cai
diém tuong dong d6, nhung ma riéng cai phan cua anh
cling sua di mot chut, cai d6 nd goi la tailoring, hay Ia
customization. Stra d6i lai, né 1a cai riéng. Toi s€ di sau
vao cai van dé dé, thém chi tiét. Néu ma cac anh chi nim
virng bai s 1 thi toan bd CMM cac anh chi khong co thé
sai dugc chd nao. Minh khéng nam vimng chi tiét dau, vé
sau khi minh di vao chi tiét no rat 1a phién phirc. Toi
mudn tranh di vao chi tiét. La vi nhiing nguoi di vao chi
tiét ho da sira d6i nhiéu qua roi. Day la diém then chét tir
1988 dén 1990 ching toi ngdi, ngay nao ciing ndi vé cai
nay. Cac anh chi thiy khong a?

Khi chung ta dat duogc cai tiéu chuin hoa, toan bo
cho cong ti lam viéc theo chung cua cai goi la common
processes, standard process thi tat ca moi du 4an trong
cong ti déu tuan theo mot qui trinh nhat dinh. Di nhién
cling co sira d6i trong d6, nhung ma tuan theo qui trinh
nhit dinh d6, thi dat dwgc muc thir ba, tic 1a mirc
organization. Khi dat dugc muc thir ba tat ca cac du an
trong cong ti déu tuan theo qui trinh chung, va cho phép
ho sira doi tuy theo nguoi khach hang, tuy theo hoan
canh, co quyén sira d6i. Khi sira doi thé thi co cai dugc
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quyén sua doi va ma c6 nhiing cai khong dugc quyén
sua doi. Cai common process khong dugc dung vo.
Nhung ma c6 mot so thir t61 s€ di sau vao chi ti€t hon.

Thi du, t6i 14y mot thi du rat gian di, tit ca moi thu
du 4n phin mém déu phai di theo mot method, phuong
phap. Nhung ma cai customization thi anh nay lam agile,
anh kia lam chu trinh thac nuéc, c6 ding khong a. Mot
cai la tradition, mot cai 1a agile. Phuong phép lam viéc
c6 thé khic nhau nhung phéi tudn theo mot method.
Nhim mét lam bura 1am bai 1a khong dugc. Cai luat cta
cong ti, cdi common d6 la "You must follow the
methodology. You have the choices. The choose is
tradition or agile." Cai do6 1a customize, tailoring - may
do dy. Phuong phap c6 thé khac nhau, nhung ma phai
di theo mdt phuong phap chir khong c6 nghi bura trong
dau 6c mot cai gi d6 1a khong duge. Tic 14 khong lam
bira. Tat ca moi phuong phap lam viéc phai c6 mot cai
metric, phai dugc do dac. You must have measurement.
Nhung ma anh chon, measurement dua trén line of code
hay la function points hay la objects, cai d6 la tailoring.
Cac anh chi ¢co théy khac bi¢t khong a? Va vi¢c do dac
phai dugc do, nhung ma do bang cach gi, do bang ting
dong 1énh mot, hay do bang timg object mot, hay 1a do
bang function points thi tuy anh. Cai d6 1a cai khac biét,
anh c6 quyén thay ddi, nhung ma phai do, cai do 1a cai
standard, tiéu chuin cao. Con phwong phéap do thi tuy
ngudi quan 1i du 4n lga chon. N6 khac biét & chd lya
chon. Cac anh chi nam viing van dé d6 chua a. Khi lam
viéc nhu vay la ta @ mirc thir ba, measurement, standard.

Bay gi¢ tor muc thir ba mudn 1én mutrc thtr bon van
dé 1a tat ca qui trinh lam viéc, process lam viéc, tirng
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budc, tung budc mot, phai do. Va cai san phém phén
mém ciing phai do. Thi du bdy gid cai minh do duoc 1a
do qui trinh - process measurement, va cai minh do duogc
1a do san pham - product measurement. Bay gio ching ta
biét dugc san pharn phan mém dé no cé dir kién, va qui
trinh lam viéc phan mém né cing c6 du kién. Bay gio
ching ta m&i phdi hop gitra san phdm phan mém va qui
trinh phan mém d6 dé tao ra mot cai 1a optimization. Tirc
1a bay gio néu t6i lam theo phuong phép 1, 2, 3, 4 thi
chat lugng cta t6i 1a x. Néu toi lam 1-2-3-4 thi t6i duoc
x. Nhung bay gid néu tir cai x d6, néu t6i mudn dugc cai
y cao hon x, thi cai 1-2-3-4 chiing t6i phai tune up, tuc la
phai diéu chinh, diéu chinh so so lai mot chut. Dé dat
dugc cai muc kia thi sy phdi hop giita product
measurement va cai process measurement, tuc 1a sy do
ludng cua san phdm va qui trinh. Thi du nim nay ching
t6i 101 10 dong, dng chil bao "Muoi dong khong dil, phai
lam sao nim nay lam dugc 15 dong." Thi minh di cé tat
ca dir kién 1-2-3-4 lam sao dé dat toi 10 ddng rdi. Bay
gio minh sira thé nao dé né 1én mirc 15 dong. Anh chi c6
thiy khac khong a? Cai d6 né goi 1a diéu chinh lai, cai
do6 1a mure thu tu.

Mirc tht tu khéng nam ¢ mirc organization nita.
Ma murc thir tr ndé ndm ¢ mic business. Mtc tht tu 1a
muc 101 1ai trong cong ti, business cua cong ti, lam an
cta cong ti, thi truong ctia cong ti. Bay gio toi ban san
phém trong Viét Nam, to1 dugc nhu vay, bay gio toi
bung san pham nay ra ban khap thé gidi, téi phai lam cai
gi? San pham cia ti 1 nhu vay, néu toi 1am & trong Viét
Nam t61 ban dugc, nhung néu toi ban sang bén nudc
khac chwa chic di ban duoc. Boi vi t6i phai thay d6i san
pham lam sao dé cho n6 thich hop voi hoan canh thé
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gi6i. Thé thi n6 khong con nim & van d& san pham nita,
né & van dé organization. Co dung thé khong a? Mirc
organization ddy n6 phai chi ra. Pay la diém then chét
nhimg nguoi tu vin ho mudn gidu xudng.

Dé toi giai thich 1i do lam sao nhu vay. La vi anh
tu van, anh no6i 1ap bap trong van dé phan mém, khong ai
hiéu no6i cai gi hét. Anh 1én business, anh phai néi voi
ong chu cong ti. Mot nguoi ho ndm cong ti cta ho, ho da
thanh cong bao nhiéu nim nay roéi, mdt anh nao vo néi
bay néi ba, khong d&. Thanh ra tit ca nhimg ngudi tu
van khong bao gio chip nhan cai business. Ho néi rang
chiung ta 1am phan mém chung ta & trong dia vi phan
mém théi. Pung néi business, dimg néi cai chuyén do,
chuyén do6 la khong ding dau. Thanh ra hién gi(‘y néu cac
anh chi doc ki CMMI d6, qui trinh s6 4 1a qui trinh phan
mém, khong phai 1a qui trinh business, nd van nim &
murc organization. T61 dua cho cac anh chi nghién ctru.

Céc anh chi di tr du 4an, project 1én t6 churc,
organization, muc 4 ciling organization, muc 5 cling
organization. Anh lam cai gi ¢ organization nita day? Co
dung khong a? Néu chung ta mudn cai thién thi chung ta
phai di lén chat. Cai m6 hinh né xdy dung phai la tr
project 1én organization rdi phai 1én business chi. Co6
dung khong a? Chtr néu minh ¢ organization né ¢t chay
méi & mirc thir ba ndy. Stra t6i stra lui nd ¢ nim & mic
thtr ba nay thi dinh dang gi t&1 business? Do 1a cai bi mat
cia CMM. La vi cai tht nhét, c6 mot s6 anh di néi véi
6ng chu héng, "Ong phai cai thién di," anh 1a thang lam
phan mém, anh biét cai gi vé business ma anh noi. Khi
d6 méi 10i cai ddt cua anh ra. Thanh ra ho biét diéu do,
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ho khong ndi ra van dé nay. Pay la diém then chot ma
t61 muon trinh bay cho céac anh céc chi.

Thanh ra khi minh 1am vi¢c, muc thr 4 khong do
dac nhu muc & phén mém nita, muc tht 4 1a do dac céi
business cuia cong ti. Business gi khong thanh van dé, bat
ki business nao ciing khong thanh van dé. Bén mirc nay,
dua tat ca vao business, process nhu vay, product nhu
vay, bay gio mudn cai product improved thi cai process
phai duogc thay do6i ra sao. Tirc 1a t6i goi 13, toi dung cai
danh tir cho xe hoi, goi la tune up. Diéu chinh dé dat
duoc muc dich va myc tiéu kinh doanh, business goals
and objectives. Nhu vdy improve la improve business
chu khong phai improve cai khac, c6 dung khong a.
Phan mém anh c6 t6t dén dau ma ban khong ai mua thi
business ciing hong. Chat lugng anh c¢6 cao ching nao
ma muc dich ctia anh khong dat dugc thi cling hong. Do
d6 van dé& phan mém cong vai inprove phai 1a business,
khong phai 12 phan mém nita. Ra ngoai lanh vyc phan
mém, budc sang lanh vuc business. D6 1a muc thu tu,
con ai c6 thiac mic gi nita khong?

Khi dat duge muc tht tu rdi, ching ta can phai dat
dugc céi thu ba nita, bude thtr 5 1a optimization. Tuc 1a
dat duoc cai do roi thi ching ta nhin rong ra, tat ca
nhitng cii & dudi nay phai hoan toan optimize, téi da.
Chung ta dat duoc cai business objectives, chua du,
ching ta phai optimize business do. Neu nam nay chung
ta m&i lam duge 5 dong, va néu cb ging ching ta 1am
duoc 10 dong, vay thi céi 10 dong moi 1a optimize. Ma
néu duoc cai 10 dong chung ta phai 1én duoc 15 dong.
Lén duoc 15 dong dén khi ma khong thé 1én dugc nira
thi lic d6 moi la optimization. Mot trong nhiing
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optimization ¢ day toi thdy, theo nghién ciru bao nhiéu
nim nay cua toi, toi thdy 1a: Vi du, cong ti phin mém rét
thanh cong va tot dep ban trong ndi dia. Pén lic nay c6
the ban duoc ra ngoai thi truong thé givi. Khi minh tién
xa, minh thiy 1a hai bugc trén khong con nim trong
pham vi cia phin mém, nd nim trong pham vi cua
business. Return of investment, thu hoi theo dau tu, anh
b6 vo 5 ddng, anh duogc 161 10 dong. 10 ddng da 1a t6i da
chua? Néu 10 dong chua 14 t6i da thi anh phai toi da né
1a bao nhiéu? Anh bao "Téi bo 5 dong t6i phai dugc 10
10 d6ng." Nhung ma bay gid 10 dong chua du, phai 1oi
15 dong. Mubn 16i 15 dong anh phai thay doi cai gi do
dé dat duoc mirc 15 dong. Cai muc cudi cung ¢ day 1a
hoan thién, perfect, optimize dé dat téi muc tiéu. Do 1a
diém rat quan trong, nhung ma khi néu 1én 2 muc trén
nay, thi né vuot hon khoi 1anh vyc cta phén mém.

4. Thuee trang tw vin CMMI

D6 1a nhitng nha tu van khong biét gi vé business,
chua timg quén li cong ti 16n, ho khong dam noi téi van
dé d6. Thanh ra n6 rat 1a mo hd. Thanh ra khi t6i hoi, toi
n6i chuyén, téi bao, "Vang toi xin 16i anh, cong ti anh
ngay xua dang & CMM sb 1. Bay gio cong ti ctia anh 13
CMM sb 5, vay thi anh thay khac biét ra 1am sao?" Ong
chu hing bao, "T6i cha thiy co gi khac biét." Toi hoi
nhan vién, "Hbi xwa anh 1am & mirc s6 1, bay gid anh dat
& muc s6 5, anh co thay cai gi khong?" Ho bao, "Ching
toi khong blet C6 thiang nd vao né cho chung t61 cai
certificate s 5, toi cha thay khac nhau chd nao." Po 1a
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cau hoi thong thuong nhit ma t6i nghe. Khong biét bao
nhiéu ngudi néi thé nay.

Chinh t6i ngdi an com cing véi mot ong cha hing
b6 rat nhiéu tién, t6i hoi "Thé anh ba ndm truéc day anh
¢ muc s6 1, 10i 13i bao nhiéu t6i khong biét. Bay gio anh
co s6 5, anh ¢6 thay duoc 161 nhiéu khong?" Ong ay ngdi
rdi ong ay bdo, "Cha thém duogc dong nao." Toi bao,
"Anh tra tién cho nhng nguoi tu van, khong blet bao
nhiéu tlen anh duogc cai gi?" Ong Ay ngdi 6ng iy ngam
nghi réi bao "DAu sao thi tdi ciing dwoc mot cai
certificate s6 5."

T6i bao, "Ong tra cho céi certificate niy bao nhiéu
tién?" Ong 4y ngdi ong ay bao, "N6i thi toi khong noi ra
dugc, nhung ma ciing phai mat may trim ngan."

T6i bao, "Thé thi 16 qua rdi. Thé tao sao ong khong
ngdi 6ng Viét ra to gidy, viét s 5 roi ong certify cho 6ng,
tr dong co can gi ai certify cho 6ng, ong dan Ién tuong
s6 5. Ong muén s6 7,50 8, 50 9, s6 10, mudn dugc cai gi
déu duoc hét. Chi mat mot cai poster thoi."

Ong ay ngdi ong 4y ngan nguoi ra hoi, "Nhung li
do gi tbi certify t6i."

"Cai thang tu van no certify 6ng chir ¢6 truong dai
hoc nao certify ong dau."

Ong 4y hoi, "Thé Carnegie Mellon khong certify
a?

"No la truong dai hoc chir n6 co6 phai la cong ti tu
van déu. Trong truong hoc nay c6 ai tu van cai gi dau.
Khong thé c6 chit certification. Day 1a university. Not
consultanting company. Vay thi ngudi nao certify 6ng?"
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"T6i thy n6 dé chir SEI ma."

"Pira ndo né thém chit SEI ma ching dugc. Thé
ong hdi nha truong di, 6ng hoi cai truong Carnegie
Mellon nay xem n6 c6 biét cong ti cia 6ng la ai khong?"

T6i n6i v6i 6ng Ay 1, "P6 14 cai ma phai noéi 1a tu
van no noi sai. Tu van né khong biét. Chur téi lam ¢ cho
ay toi con la gi nira. Truong hoc chir dau co6 phai la tu
van. Ong dén truong hoc 6ng hoi xem co6 ai lam tu van
khong. Con thang tu van n6 di n6 ké lung tung, nd bia
dat ra day 1a chuyén cua no, t61 khong biét."

"0, ma to gidy ctia nd ¢ chir SEI, chir Carnegie
ma,u

"Ong dén 6ng hoi di. Truong Carnegie 1a chd dé
hoc, n6 dau c6 lam tu van. Thang lam tu van, tén tudi nd
khong ai biét. N6 ¢ dau no6 ra."

Thi lac d6 ho méi bat ngira nguoi ra. Ong Ay bao,
"Chung t61 da ton qué nhi€u tién, khong nghi no bip t61."

To61 bao "To1 khong dung chir bip, chit d6 hoi ndng
mot chat, nhung ma t61 nghi dng bi ltra." N6i nhe di mot
chat thoi.

Cdu héi: Nhung tu van ciing phdi hoc ¢ ddau chir?

Tu van hoc & d4u? Nha truong ddu c6 lam tu van.
N6 vao hoc ¢ SEL tu vin day cho tu van. Tu van lai cép
gidy phép hanh nghé cho tu vin khac. Bay gid no bo
chuyén do6 roi, bo tir 1au roi. N6 thiy bé bdi qua nén dep
cai nay di tir 1au roi. Chinh phii khong doi hoi céi nay.
N6 khong nhan cai ndy. Bay gid chi c6 mot nhom tu van
nd hoat dong. Chinh phit M1 hoan toan khong dinh dang
gi toi cai ndy nira. Chinh phii n6i, Bo qudc phong noi "I
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am not to do with that." Nha truong n6i "I am not to do
with that." Bay gid mot nhom, 400 ngudi tu van do, 300
anh An DP9 n6 16ng hanh né mia may lung tung. Chinh
phu bao "I have nothing to do with that." Truong hoc
bao "I have nothing to do with that." Nhitng nguoi khac
no6i "I have nothing to do with that." Bay gio chi nhiing
nguoi d6 lam chuyén d6. No problem any more.

T6i dua van dé nay ra dé cho moi ngudi thiy. Bay
i n6 mo hod nd lap di lap lai cai chuyén nhu vay. Toi
dat van dé, mot van dé rat then chét. Bay gio anh chi co
thé verify duoc cai chuyén d6 rat dé dang. Anh chi dit
mot cau hdi, "Carnegie Mellon va Software Engineering
Institute co certify cai cong ti d6 dat mirc 4 mic 5 hay
khong?" Cau tra 1061 la "We are not -certification
organizations. We are not in certification business. We
are university, we are pure education business, have not
to do with that." Vay thi ai la nguoi certify? No, khong
hé ¢o certify. D6 1a néi nhu vay. "You are appraised”
Anh dugc tham dinh, khong co ai cap bang gi cho anh
hét. Tham dinh thi ngudi tur van no bao, anh lam gioi 1am
t6i cho anh cdp 7 cdp 8 gi d6, gitra ngudi tham dinh véi
anh thoi. Nha truong khong c¢6 chuyén d6. Toéi mudn
nhic lai van dé nhu vay.

D6 1a mot sd van dé t6i gap mot sd anh em t6i néi
chuyén, t61 néi ra, ho cling map mo vay théi. Mot )
nguoi tu van ho rat 1a than phién, "Anh lam phién phtc
cho t6i. Toi kiém bao nhiéu tién, ma bay gid anh lai n6i
ra hét su thuc." Su thuc thi phai noéi ra chir sao sy thuc
lai khong néi ra. D6 1a t6i noi lai van dé nay. Bay gid cac
anh chi thir nhin lai céi sy kién nay. Toan nudc Mi nay,
toan thé nudc Mi nay, hai ba muoi nim nay, bao nhiéu

37



organizations, t61 khong dung chir cong ti, organizations,
dugc mirc thir 5. Ma tai sao An D6 bén nam tram, Trung
Quoc ba bdn tram, chi c6 mot ndm hai nim nod nhay 1én.
Nhu mdt cau bé moi sinh ra, dung mot céi trd thanh 6ng
ldo tam muoi. Khong biét tai lam sao. Néu cac anh chi
ndm vimng tit ca nhitng van dé& do thi tat ca cac van dé
sau don gian. Dbi v6i t6i van dé chinh yéu 1a & chd do:
Pay 1a cai mo hinh original. V& sau ho sira lai, no khong
con hai cai mirc business va project nita. Tt ca nd ngimng
¢ muc software.

5. Truwong thanh ciia t6 chirc

Bay gio tro lai thém van dé& maturity né 1a cai gi,
t6i noi thém mot chut nita. Su trudong thanh nd 1a thé
nay. Anh tor mac thir 1 dung mot cai nhdy mdt cai lén
murc thir 5 1a khong thé dugc. Day 1a cai rule, day 1a cai
luat ctia model nay. Khong c6 bo qua cidc mic duogc.
Khong thé tir 1 ma nhay 1én 3 hay 1 nhay lén 5 dugc,
khdng co.

Pay 1a van d¢ lam viéc. Trudc khi lam viéc ching
ta phai tuan theo tirng budc mot. Bude thir nhat phai c6
mot sy commitment, quyét tim. Quyét tim phai la tir
trén xudng dudi. Quyét tim khong thé nao 1a ngudi dudi
quyét tim ma nguoi trén khong quyét tim dugc. Do d6
trong coéng ti phai co thuong ting rd rét, cai phuong
huéng, direction, cai duong huéng, cai chu truong rat 1a
ro rét. Thir hai 1a phai c6 mot chuong trinh lam viéc. Thi
ba, khi ching ta quyét tim rdi, ching ta phai c6 tién bac
va thoi gian. Ong chii hing bao t6i mudn s6 5 ma khong
c6 thi gio thi 1am sao moi dugc tu van vo dé 1ay sb 5.

38



Gia tién cho né. Chuyén d6 xay ra rat thuong. Do do toi
ndm chic van dé, trudc khi 1am budc sd 1 phai rd 1a
chinh sach phai rd rét, phai c6 chuong trinh lam viéc,
phai c6 nguoi, co tién. Thiéu ba yéu t6 do, khong hoi du
diéu kién tht nhét, khong lam duoc.

Cai the hai khi co tién, co nguoi, thi phai cé
infrastructure, nong cdt phai xdy dung cin ban chu
khong chi mdt ngudi hai nguoi lam nhu vay.

Thir ba nita 4n dinh tr lai gi¢i han lam viéc. Toi
ldy mot thi du coéng ti Boeing bdy gio c6 gan 500
organizations. Vay thi cai scope co thé 1a toan bo cong ti
dugc khong? Chic chan 1 khong. D6 thi phai gioi han 1a
timg khiic mot, timg organization mot, chir khong thé
toan b cai gi qua 16n dugce. Thi du trong cong ti Boeing,
rada 1a mot nhom lam vé rada, nhém d6 duoc danh gia,
assessed, nhom d6 dugc mirc 5. Ché tao co phan chia ra
cau tric khac, no phan chia ra cac thé loai. Néu toi lam &
cong ti phén mém, t6i chia theo mién, chéng han nhém
lam agile la mot group, nhom lam traditional la mot
group. Trong cai nao l6n qua, t6i lai phan bi¢t no6 ra. Thi
nhom nay lam theo phuong phép nay, finance la mot
group nhé, HA 1a mét group nhé, nhitng nhom khac, ki
nghé vao mot nhom. Minh cr theo mién thi dé& hon vi
tiéu chuan, gira cai tai chinh va ki nghé né khac nhau.
N6 khong cing mot tiéu chuan dugc. D6 1a cach phan
chia theo mién. Néu c6 mot phong ban tai chinh, né qua
16n, nhu cong ti toi tai chinh c6 10 nghin ngudi chang
han, thi trong céi tai chinh do lai chia nhé hon, ké toan
vO mdt nhom khac, makerting vo mdt nhom khac, thué
di mot nhém khéac. Minh phéi phan chia theo cac nhom
nho.
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Theo t6i cai pham vi tbi da 1a vao khoang ba ngan
ngudi. Vao khoang do, vi do 1a cach tiép can, theo Y tdi,
néu nhém dudi 150 nguoi hay 1a dudi 200 ngudi thi lam
duoc. Toi vy, theo y to1 tdi wu 1a duoc, nhom no lai vao
khoang 300 ngudi. 300 ngudi dén 3000 nguoi 1a kich ¢
trung binh. Con néu hon 3000 ngudi thi khd qua. Néu
nho hon 100 thi theo t6i khong nén lam. Theo t6i pham
vi vao khoang tir 300 t6i 3000 ngudi 1a tdi da. Néu 16n
hon thi phai phan nh6 ra. Néu ching ta lam mot cai 10
ngan nguoi hay 100 ngan ngudi thi vo li. Vi khong thé
100 nghin nguoi lam hét nhu nhau, ding nhu nhau.
Chuyén d6 khong thé c6 dugce. DU anh mudn dén dau di
ching nita chuyén dé ciing khong thé xay ra. Thi hai,
mot cong ti qua 1on nhu vay anh tai chinh lam tai chinh,
anh ki ngh¢ nira, hai phuong phap lam vi¢c né khac nhau
hoan toan, 1am sao giéng nhu nhau dugc. Thanh ra toi
tinh van dé mién, domain, cach toi chia trong cong ti ciia
toi, cach toi ap dung tai Motorola, to1 4p dung tai GE t61
ap dung tai Boeing déu di theo cai chuan nhu vay.

Sau khi phan nhém dugc roi, mot van dé khac la
minh phéi c6 nhitng nguoi chuyén mén. Day 1a van dé
chuyén moén. Phai c6 nhiing ngudi chuyén mon dugc
hudn luyén dé lam tac nhan thay d6i, change agents,
nhitng ngudi 14 yéu t6 thay doi, cai thién cong ti. Day 1a
mot vigc lam cuia nhitng nguoi professionals, chuyén
nghi¢p. Pay khong phai la ong chu chi dao nguoi do
lam. Nguoi nao lam change agents déu phai duoc huan
luyén tat ca. Do la van dé tur van no6 vo no nodi ca ngay ,
dé anh chi biét rang 14 cdu chuyén xdy ra rt thuong.

Noi cho né vui nhé. Bay gio' thir tudng tuong, to1
di 1am viéc rat 13 ban. Ong chu héi tu van, tu vin bao
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"Phai c6 mot ngudi lam thay doi cong ti." Ong chu nhin
t61 nhin lui bao, "Thing nao ciing ban hét. Chi c6 anh d6
mdi ra truong ngay hom qua, to6i mudn nd vo, khong cod
viéc gi lam cho n6 ca, cho may lam change agents may
di may stra d6i cong ti di." Tae 1 mot anh méi ra trudng,
tudi doi chua duge bao nhiéu, dén bao "Chi oi chi, chi
lam thé nay sai roi. Chi phai lam theo CMM nhé." Chi 4y
bao, ""Tao lam ba chuc ndm nay rdi, may la céi thang gi
ma dén bao chi may thay d6i?" Anh chi c6 thay cai
nghich 1i d6 khong a? Thanh ra t6i luon ludn dit van dé
ngudi change agent ndy thir nhat phai dugc huan luyén,
thir hai phai 1a nguoi rat kinh nghiém, thtr ba phai la
ngudi rat co uy tin, thuyét phuc, thi néi nguoi ta méi
nghe chir. D6 1 cai 161 1Am cin ban ciia rat nhiéu cong ti.

Tom lai t6i dua ra van dé 1a khong c6 commitment.
Anh mudn 1am viéc ma chuyén nay khong thanh that,
anh bao, "Lam qua loa cho n6 xong di." Thé thi cau nay,
khi t61 n6éi chuyén véi cac cong ti, ho nodi thé nay, ho
bao, "Kho qua, trong cong ti cua t6i ngudi lam gioi nhat,
c6 uy tin nhat. Toi thi du ddy, anh Son 1a ngudi lam gioi
nhét, uy tin nhét, nhung anh éy ban ldm, anh éy lam bao
nhiéu viéc quan trong, di hop, bay gio bao anh 4y lam
cai tién, chuyén d6 1a vo 1i. Anh nao ciing cai tién thi
hong hét cong viéc. Anh 1a ngudi qua quan trong nén toi
khong thé nao dé anh 1am viéc d6 dugc. Pay c6 anh Phi
moi ra truong, anh lam viéc do di nhé." S& khong co
quyét tam.

T61 hoi 6ng chu, t61 ndi, "Vang, thua anh, anh Son
1 ngudi quan trong rat co uy tin. By gid t6i hoi anh 1,
lidu cong viéc hang ngiy cia anh iy c6 quan trong hon
cong viéc cai thién hay khong? Néu co, thi toi ra, Okay.
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Pung khong a. La vi néu 6ng lam 6ng hong, ong ton
tién. Bay gio minh dua anh Pha, anh Phi méi ra trudng,
t6i nGi vui nhé. Anh Pht méi ra truong chua biét gi ca,
vira méi t6t nghiép dai hoc. Tét nghiép dai hoc CMU
chwong trinh cta Vian Lang. Pua ra yéu cau thay doi tat
ca moi th. Anh Phu gip thiy Diing méi bao 1a "Thay
Diing oi, thiy c6 biét CMM la cai gi khong? Phai lam
thé nay, 1am thé nay thoi." Anh Phu duoc bao ngay,
"Ctra day, anh di ra ding kia choi." C6 ding khong a.
Nguoi l[am phai di d6i vdi uy tin. Anh ¢6 invest, anh c6
dau tu khong. Néu cong ti ctia anh, nhitng ngudi nhan
vién gioi nhat khong thé sir dung duoc, tic 14 anh & mirc
thir may? Mt thir 1, muac thir 2. Ban ron bu dau bu co,
khong ngimg dau 1én nhin dwoc cai gi nita thi anh cai
thién lam chi? Dung khong a? Cong viéc nd van chay,
ngudi nao ngudi nay ban ron. Khi minh mudn cai thién
minh phai bo thoi gio, minh phai bdé cong strc, minh phai
bo tién bac, dé minh cai thién no tdt hon. Ma néu anh
khong chiu dau tu, cai van dé anh chi chinh déng, thi anh
chi ton tién v ich thdi, chic chin anh s& khong thanh
cong. Thi dy mot ngudi con chua co uy tin, no61 khong ai
nghe, bat nguoi khac phai thay doi, nguoi ta s& cang
khong nghe nita. Thay dbi 1a kho khin vo cung, khong
thé thay d6i mot cach nhanh chong dugc, chuyén do
khong thé c6 dugc.

Mubn cai thién phai di tir tir. Boi vdy nguoi ta
dung chir maturity, truéong thanh. N6 khong dung chir
acceleration, ting tde dau. Co ai lo cai chuyén do duogc
dau. Cai duy nhat ma cai thién rat 1a nhanh 1a d6t pha,
break through. Dot phéa chi xay ra khi nao c6 thay doi rat
la 16n. Thuong thudng no 1a cong nghé¢, technology. Bay
gi0 no6i1 véi ching ta la cai phuong phéap nay, thi du anh
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nao lam nhu Intel, anh ché ra con chip chay nhanh gép
10 14n ma nho gap 10 1an, nd 1am cai dot pha, nd doi cai
may. By gid c6 anh nao ché ra duoc cai gi hay hon cai
Microsoft Windows rét 1a ré, rat 1a hay, anh cho khong
chang han. Cai gi ciing chay t6t 100 phan trim thi bao
dam mot thoi gian ngin 14 anh Microsoft sip tiém théi.
Cai d6 khong 1a thay doi, cai dé la dot pha. Internet
chrfmg han, 1a mdt cai dot phé. Pién thoai di dong la cai
dot pha. Tur chd khong cé dién thoai di dong, bay gio 99
phan trim moi ngudi cb. Pong loat. Bay gid ¢6 ai ding
dién thoai thuong ntta dau, ding khong a? Tu khi c6
internet roi bay gio c6 bao nhiéu nguodi dung thu gui
tem, bao nhiéu nguoi gui thu dung email. Cai d6 1a cai
dot pha, break through. Buu dién bay gio 16 be 16 bét ra.
Nguoi ta khong viét thu nita, ngudi ta giri email. Nhimg
cai do la cai dot pha, break through, nhimg sy thay d6i
no dya trén cong ngh¢. Chir con cai thién van dé thi noi
binh thuong, minh muén lam, anh phai quyét tam,
commit, anh phai co két cAu nén, infrastructure.

Pay 1a budc thu hai, ddy 1a diéu kién at c6 va di.
Phai ¢6 méi 1am duoc. Diéu kién tht ba, phai do duoc.
Pa sd cong ti 1am cai thién, quén yéu t6 do. Qua cha
trong vao san xuat, phai chirng minh bang con s6. Con s6
khong noi doi ma con nguoi ta thi néi déi. Moi ngudi
bao, "Con sb c6 thé noi dbi duge." Néu anh 1a chu nhan,
ai n6i déi anh day? Van dé 1a minh c6 13 6ng chu khong.
Tién 10i tién 16 6ng 4y phai biét chir. Cong viée cua ong,
business ctia ong ma. Nhan vién co thé néi ddi ong,
nhung 6ng khong thé ty n6i déi ong Ay dugc. Vay thi ca
nhan con nguoi phai néu ra, phai do luong duoc, yéu t6
chi ¢6 thé do duoc.
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Cho dén khi dat dugc ba cai ndy roi thi méi bit dau
ap dung. Khong dat duoc ba yéu t6 kia, khong nén 1am.

Cau hoi: Co thé moi mot chuyén gia & ngodi cong
ti téi givp lam CMM khéng? Céng ti khéng biét cdch
lam cdi tién thé nao thi moi mét chuyén gia & cong ti
khic dd lam dwoc CMM t6i givp lam cdi tién dwoc
khong?

Pé t6i hoi anh viéc nay nhé: Ngudi cong ti khac
biét cai gi vé cong viéc ciia anh. Anh c6 thé mang ngudi
that giéi vo lam tu van, ok. Nhimng tac nhéan thay doi,
change agents khong phai 1a tu van. Tu van 1a ngudi
huéng dan thoi, giang day cho anh, chi bao cho anh théi.
Nguoi thay doi phai 13 ngudi ndi bd ciia anh chir. Pung
khong a? Vay thi anh phai c6 tic nhan thay doi change
agents ndi bg cua anh. Nguoi d6 khong céd kinh nghiém
thi phai di hoc tir nguoi tu van, Nhung ngudi lam phai 1a
ngudi trong cong ti ciia anh chi. Bay gio tu van 1am sao
no6 vo né thay doi cong ti cia anh dugc? Vay thi tic nhan
thay doi khac v&i nguoi tu van. Tac nhan thay doi 1a
nguoi 1am céi sy thay doi d6, nguoi hién thyc cai do,
ngudi d6 mo hoi nuwdc mat dé 1am cai d6. Con ong thay
ong 4y giang day bén ngoai, anh hoc cta ngudi do, roi
anh vé anh lam viéc ap dung vao cong viéc cua anh. Hoc
bén ngoai 1a viéc cta nguoi tu van. N6 khac nhau nhur
vdy. Nguoi tu van khong bao gid 13 tic nhan thay doi.
T6i khang dinh vin d& d6. Anh tu van chi bao cai nay
anh sai & chd d6 do, anh stra chd d6 nhu vay. Ho ¢6 kinh
nghiém ho chi nhu vdy. Nhung ma nguoi lam phai la anh
chr. Chir nguoi tu van ho vo ho ¢ lam dau.

Bay gi¢ anh mang mét ngudi gioi tir cong ti khac
vao, thir nhat nguoi d6 biét gi vé cong ti ciia anh? Nguoi
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d6 co6 uy tin voi cong ti hay khong? Mot nguoi chan udt
chan rdo méi budc vao ma chi tré lung tung thé nao ciing
bi ghét 1am. Anh bao mot nguoi la méi vo chan udt chan
rdo khong biét gi ca ma cu vo chi trg, "anh khong biét dé
t6i chi cho anh 1am." Chéng thé nao thanh céng dugc.
Nguoi ngoai khong thé nao lam thay d6i dwoc. Phai
nguoi trong, ngudi trong ciing phai nghi chin réi. Anh
doi thay doi cach thirc 1am vigc, anh doi thay doi mot
nep lam vi€c c6 tir bao lau nay r0i, khong phai chuyén
d&. Li do cong ti, bay gio noi van d& cai thién qui trinh,
process improvement, trén nude Mi nay chi ¢6 do 3 cong
ti s 1. Boeing 1a mot trong nhitng cong ti sé 1. Moi
nguoi hoi to6i 1a "Tai sao noi téi chuong trinh CMM
thanh cong véi nhitng con sd v6i nhitng dit kién that 1a
ghé gom. Tai sao tdi thanh cong?" Tai chi tra 161 mot cau
hoi rat gian di, "Tat ca nhitng ngudi thay d6i déu 1a nhan
vién quan tri." Trong cong ti toi tat ca nhitng tac nhan
thay d6i change agents déu la nhan vién quan tri. Toi hau
1a 6ng chu tich, president, 1a ngudi bo tién ra, 1a ngudi
chi huy. Bay gio¢ t61 n6i trong cong bi Boeing, t6i chi noi
vé engineer thoi, toi khong néi vé manufacturing, cac
chuyén khac. To1 1a ki su trudng, chief engineer, nguoi
chi huy vé ki thudt cao nhat 1a toi. Trén toi la 6ng CEO,
ong CEO bo tién ra, t6i chiu trach nhiém vé chuyén nay.
T6i bt tit ca cac 6ng tac nhan thay do6i phai 1a nguoi
quan 1i khong phai 1a ki su. D6 1a yéu té thanh cong.
Nhan vién quan tri thay doi duoc. Nhéan vién cap
dudi khong thay dbi duge. Néu nhan vién quan tri thay
d6i thi nhan vién khac theo ngay. Cip quan li phai la
nguoi d6i trude thi nhan vién d6i sau. Nhan vién doi, cip
quan 1i khong ddi, ciing khéng ddi duoc gi. Cac anh chi
hiéu chd d6 khong a. Thanh ra nhing cong ti khac ho goi
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la benchmarking, ho lam khong thanh cong, ho dén toi
ho xem. Ho bao 1a "Ai 1a nguoi sponsor?" "Ong CEO."
"Ai la nguoi trong chuong trinh improvement?" "T6i."
Anh 13 ai?" "Téi 1a ki su truong. Tat ca cac ki su lam
viéc dudi quyén t6i." "Vay thi ai 13 tdc nhan thay d6i?"
"Moi mirc quan li, tir cao xubng thap." Vay thi ai 1a
nguoi 1am viée cap quan li 1am? Ki su ¢6 1am khong?
T6i bao "Khong, khong, ki su khong lam, cip quan li
bao 1am sao anh ta lam vay. Khong phai ki su thay doi
ma 14 cip quan li. Khi cdp quan li thay doi, cong ti thay
d6i. Vay quyén han thay d6i phai 1a mot nguoi 6 uy tin.
Ngudi ¢6 uy tin nhat 1a nguoi quan 1i. Thi du anh chi huy
50 nhan vién, anh bao "Téi mudén 1am nhu thé nay," thi
trong 50 nhan vién do6 du thich hay khong thich, n6 phai
nghe 101 chi huy chu. Lam gi ¢6 chuyén anh nhéan vién
bao "To6i khong lam nhu vay." Coé dung khong a? Moi
ngudi bao, "Nhung ma cip quan li rat ban. Khong c6 thi
gio 1am." Thé thi thoi dimg 1am nira, lam viéc khac di.
Anh dau tu, anh bo tién, anh bd cong, anh b cua, anh bd
thoi gian, thi anh phai nhdm cho né thanh cong chir. Anh
lai 1am nira chimg ba hoi c6 lam ba hoéi khong thi lam
lam chi. Thanh ra da s cac cong ti téi t6i, toi chin muoi
phan trim khong lam.

Yéu t6 thanh cong khong c6, kinh nghiém thanh
cong khong co, toi mang bai tap cua toi di giang day
khip tit ca moi noi, cho khong. Anh nao sau khi hoc
xong ciing bao, "To6i hoc véi thang tu van, thdy dé ma toi
hoc véi théy théy khé qua." Tai sao, tai vi minh bét ho
phai lam. Téi dung mét thi du thé nay. O bén Mi c¢6 cai
mang 14 thé nay, nhitng ngudi dn nhiéu qua thi ho ciing
hoi béo. T61 ndi dua toi bao, "Bay gio anh béo, anh tap
cach d&, anh tap phuong phap nay, udng vién thube nay

46



1a né tiéu ba chyc cén ngay lap tic. D6 x6 di mua thude
va khong bao gio no hét. Anh phai v6, anh phai lam viéc,
anh phai tap thé thao." Ho bao "Tap thé thao mét ldm,
bay gid c¢6 thudc nao toi chi ubng vé c6 mot vién 1a
xong." C6 diy chir. Ba bén chuc nim nay rdi khong biét
nim nao cling ca ngan vién thude, ma tém lai nd 1a gi, nd
chi 1a bot thoi. Anh bo ra rat 1a nhiéu tién. Nam trude
vura bo ra mua thudc A, udng vo, n6 muon mot c6 co
hinh mau rat dep nhu ¢6 tai tr xi né. Xua cd ay nang
1am, udng v 1a co gay ngay. Ubng thudc nay vo, bo tién
mua xong, nam tdi moi nguoi thidy khong cong hiéu,
hang thudc n6i "Thudc nay do, bay gid médi co thude
moi." Nam ndo cling c6 ngudi di mua thude, nim nay
thudc A, sang nim thudc B. Ba muoi nim nay ngudi ta
van méc cai chimg d6. La vi nguoi ta ludi.

T6i bao ¢6 2 phuong phap, mot la an it di, hai la
tap thé thao. Chur khong thé nao ubng vién thudc ma
ngudi gy nguoi dep 1én duoc. Trir phi ¢6 cach ndo khac
thi khong néi. Phuong phép nay cling vay. Cho du doi
khi néi khoi hai mgt chut téi bao 1a, "Céc anh phai biét
khong thé c6 vién thude nao udng vo ngudi dep 1én ma
lai Xuéng can, dep nhu vay toi chic chén la khong c6."
Ma bao nhiéu ngan bao nhiéu triéu ngudi van nudi ao
vong ¢6 vién thude nhu vay. Khong c6. Néu anh mudn
giy, anh muén khoé manh, anh phai tap thé thao hoic la
anh an it di. Chi c6 hai giai phap do thoi. An that nhiéu
ma khong tap thé thao roi udng vién thudc mat ba bon
chuc can, chuyén dé khong thé nao c6 dugc. Thanh ra li
do 1 vi thé ma ki nghé ban thubc né van con.

T61 mudn nhan manh 1a khi mudn thanh cong can
phai hoi dua bon yéu to sau day. Néu khong lam dugc bon
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yéu té nay thi theo y t61 la khong nén lam. Vi lam mat
thi gio vo ich, mét cong, mat cua, mét thoi gian ma né
khong dat duoc két qua mong mudn.

Lac ndy c6 mot s anh em hoi toi 13 c6 phai
phuong phap nay ap dung cho phdn mém nhung cé ap
dung cho céc phan khac dugc khong. Tbi noi 1a dén muc
nay, cdi mé hinh nay né dang la cai mo hinh toan dién,
n6 chua di vao phan mém. Thanh ra tat ca cai nay déu ap
dung cho bét ki cai gi ciing duoc. Cac anh chi c6 thé thay
d6i bat ki cai gi dua trén phuong phap nay vi hién nay
chua n6i gi vé phan mém hét. Da néi gi téi software dau.

Toi1 léy mot vi du cho né vui. Néu cac anh chi nghi
la minh mang mot phuong phap 1am viéc dé minh thay
d6i, thi du nhu trudng hoc. Téi c6 thé phan tich nhu thé
nay. Pay 1a mot cai dai hoc. Cai khoi dau nay, minh coi
mot truong hoc, manh phéan khoa nao, manh giao su nao
thi day theo phuong phap d6. Ching ta di den project,
tre la ¢ level 2, nhitng ngudi gido su day t6t, mdi mot
ngudi gido su co thé day rat 1a hay, theo y minh, nhung
16p hoc rat 1a tot. Toi coi project 1a mot 16p. Bay gio dwa
theo cai tai liGu cac giao su giang day chung ta thong
nhit hoan chinh lai, d& cho moi nguoi cung day, cung
trao d6i lam viéc v&i nhau. Thi céi organization d6i véi
toi n6 1a mot cai phan khoa. Tu phan khoa nd Ién
businees tic 1a né 1én college. Toi khong biét danh tir
Viét Nam phan biét university v6i college thé nao. O day
phan biét rat 1a o rét. Engineer 1a mot college, mot
school, engineer 1a mot céi, business la mot cai, finance
1a mot cai. Minh goi ddy 1a cai vién. By gio 1én cai cudi
cung day la truong hoc day, day la university day, vién
truong nam & day. Co ding khong a. Cao nhat 1a ong
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president nim ¢ day, xudng dén day 1a dean rdi. Dean of
college, timg phan khoa mot. Xudng dén diy no la
college, ching han trong engineer né6 co6 7-8 thir
engineers c6 dung khong. Xubng dén ddy 1a gido su day
timg 16p mot. Thi mo hinh nay c6 thé 4p dung cho
truong hoc dugc nhu véi cac moé hinh khac. Tu trude toi
nay moi ngudi nghi mé hinh nay ap dung cho phan mém.
Nhung ma chua di dén phan mém.

Tat ca nhitng cai nay, ddy 1a t6i coi 1a cong trinh
cta Crosby va Deming va Watts Humphrey. Ba nguoi d6
lam viéc véi t6i trong sudt 2 nam dau. Khi ma cai mo
hinh thanh c6ng, ong Watts ong ay chi huy Xuong va Ong
ay bao cac anh di vo chi tiét Vlet cho phan mém. Ngay
lac @6 trong dau t6i di bao néu minh di vo chi tiét thi
viét cho phan ctmg nhu thé nao, néu minh di v6 chi tiét
thi viét cho khong phai phin mém nhu thé nao. Ong
Crosby tra 16i rang 1a "Cai mo hinh nay 1 tong quat,
generic, ap dung cho rat nhiéu phuong phap, nhung ma
vi ching toi duge dua vao dé lam cai thién phan mém,
thi cac anh 1a nhitng ngudi phin mém, chuyén gia phan
mém, céc anh dua chi tiét vo. Cai khudn kho, cai khudn
khé truong thanh dp dung cho moi tht." Thanh ra dya
trén kinh nghiém do, sau khi thanh cong chuong trinh
phan mém nay, t6i v6i Bill Curtis ngdi lam viéc véi nhau
va ra cai mo hinh méi goi 1a People CMM céi thién con
nguoi trong cong ti, cai thi€n nhan vién. Sau do, sau thoi
gian do, chinh t61 1a nguoi lam cai chuong trinh nira,
ciing dua trén cai mo hinh nay cai thién cai e-business va
e-government. Sau nita t61 lam thém cai mo hinh nira la
cai thién cai khoan ngoai, outsourcing. Vi toi la nguoi
nam réat viing qui trinh nay, do d6 toi sang ché ra mot s6
cai. Hién gio t61 da lam xong thanh cong 4-5 thir mo
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hinh r6i nhung t6i khong mubn noé bi 1& thudc vao van dé
tu van, cho nén toi giit nhitng cai t6i lam & trong truong
chi day cho sinh vién trong truong nhung cam khong
duoc di ra ngoai 1am tu van, toi gat cai van dé do ra.
Thanh ra nhitng cai mo hinh sau ching toi ché ra mot sb
gido su chi 4p dung cho mot sd linh vuc giéi han. Vi
mang ra ngoai 1a bi tu vin nd vao néd lam léch di, toi
khong muén nhu vdy. Thanh ra chwong trinh vé e-
business, chuong trinh vé outsourcing, chuong trinh vé
business, chuong trinh vé 1am cai khac, duge day trong
truong nhu mot mon hoc, nhung khong c6 dua van dé
danh gia, cit chuong trinh ra. Thong tha toi s& néi thém
vé nhitng phan khac.

T6i ndm rat viing nhitng van dé nay. Lic ma lam
v6i Crosby, véi Deming va Watts, luc d6 c6 16 nguoi
thoi. Toi thi lic d6 ngay dém ngdi lam viéc sat voi
Crosby, vin phong ngdi bén canh nhau. Thanh ra toi biét
1a ching ta c6 thé ap dung cai mo hinh nay, né mang tén
la muc d§ trudng thanh, maturity level, khong phai la
phan mém, software. M6 hinh truong thanh thé nay, cai
md hinh truéng thanh c6 thé ap dung trong nhiéu
phuong dién khac nhau. Cho dén khi 4p dung vao phan
mém thi dua phan mém chi tiét, khi a4p dung vao chd
khac thi dua thir khac vo, ¢ thé ap dung chd nao ciing
duoc.

Va néu ap dung thi phai hoi du bon diéu kién, hoi
du bbén bude nay. Toi goi day 1a diéu kién at c6 va du.
Phai co, phai du cai nay thi né mdi duge. Khong co du
bdn cai budc nay thi s& khéng lam duge. Pay 1a bon
budc dau, bon budc co s¢ cua nd. Pay cing 1 cai 16
trinh rat quan trong. Nhu ching ta cai thién, ching ta cai
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thién cai gi? Ching ta phai nhin lai. Bét ki mot cai nhom,
mot hoi, mot t6 chic ndo ciing déu c6 muc dich, cai
goals. Muc dich gi? Vi myc dich do, bay gid minh dua
vao cai goals cia CMMi nay, minh dya vao cai mo hinh
maturity nay. Céi nay la huéng dan, guidance, n6 khong
phai la chuén, standard. N6 chi la huéng dan, cac anh chi
nhd n6 khac v6i chuan. Standard 13 tiéu chuan phai theo.
Pay no6 1a guide thoi, d6 1a van dé ngudi tu van véi
chung t6i cdi nhau rat nhiéu. Ho bao diy 14 tiéu chuén,
standard minh phai theo. T6i bado khong, day la hudng
dan, guidance. Ban d6 thoi. Khi minh lam minh phai ¢
mot céi plan. Minh phai c6 mgt chuong trinh 1am viéc.
Thé thi chuong trinh nay né dya theo kha ning cia
chung ta dang & mirc nao. Muc dd truéng thanh cua
chung ta dang & murc nao.

Cai CMM nay né gitp cho chiing ta biét chung ta
dang & muc nao. Chung ta da hoc muc 1, muc 2, mic 3,
muc 4 thi du nhu vay. Dya vao budc nay chiing ta tao ra
mot du an dé 1am viéc. Tur cai du an nay ta phan nod ra
lam nhiéu phan nho. Tir nhitng phan nhé nay chung ta
lap tic c6 hai phan. Mot phan 1a 4p dung né,
implementation, va mot ph'?ln la do dac no, dé xem cai
hiéu qua cta thyc hién 13 nhu thé nao. Va day 1a cii ban
d6. Khi chung ta c6 cai nay, va ching ta ap dung cai nay,
chung ta phai co huén luyén. Thanh ra dbi véi toi moi
truong huan luyén training rat 1 quan trong. Minh khong
huan luyén cho nguoi ta, ngudi ta khong biét lam. Do d6
khi minh dua xudng nhiém vu nay, ngay cai trang nay,
rang anh phai 1am cai nay, viéc nay, viéc nay. bém ngay
ching ta phai c6 huin luyén ra lam sao. Huin luyén
nguoi ta lam cai viéc nay ra lam sao. Hai cai nay hop véi
nhau mdéi  thanh cdi  implementation. Tu cai
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implementation nay rdi cai ap dung nay né méi do. Tét
ca cac dit kién do luong dwoc phai nam & cai database.
Va con sb nay phai duoc phén tich di nguoc lai so véi
diéu ching ta c6 dat duoc muyc dich nay hay khong. Day
1a diém then chdt, t6i goi ddy la tinh hoa cia md hinh
nay, model. Thanh ra day nhu céi ban d6, néu ching ta
lam dung theo cai nay, thi chic chin chung ta dat duoc.

Thir nhat, chung ta phai biét chung ta dang ¢ dau.
Bay gio minh di tr Sai Gon ra Ha Noéi. Bay gio minh
dang ¢ Sai Gon hay minh dang ¢ Viing Tau, hay la minh
dang & Nha Trang, hay 1a minh dang & Hué. Minh phai
biét minh & d4u thi minh méi biét duge minh con xa hay
con gan. Cha con khong biét minh di dau, khong biét
minh dang & dau hét, 1a bi ket. Ai cling biét cai muc dich
cia minh, nhung ma khong ai biét minh dang ¢ dau.
Ngudi ta lac duong khong phai 1a nguoi ta khong biét
nguoi ta di dau, ngudi ta lac dudng 1a vi khong biét 1a
ngudi ta & dau. Toi nhic lai diéu do, khong c6 ngudi nao
lac duong ma ngudi ta khong biét nguoi ta di dau hét.
Ngudi ta lac duong, nguoi ta khong biét ngudi ta dang &
dau. Co dung thé khong a. Cac anh chi di tir Sai Gon ra
Ha Noi, minh biét minh di dén dau cht. Minh biét muc
dich cua minh 1a di ra Ha N§i. Nhung ma bay gio lac
duong, khong biét minh dang ¢ dau, minh dang ¢ Nha
Trang, minh dang & Pa Néng, hay minh dang & Hué hay
minh dang & Sai Gon. Minh khong biét minh dang ¢ dau
thi méi lac dudng chtr. Minh biét myc dich cua minh
chir. Thanh ra ai ciing nhim ¢ chd d6, nguoi nao ciing
biét myc dich cia minh, nhung ma ho khong biét cai kha
nang cua ho. Vi khong biét kha ning ma rbi ram lung
tung. Phuong phap nay né xac dinh cho, giai quyét cai
kha ning cia minh, mic do trién khai ctia minh, kha
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nang phat trién ciia minh. Minh phai biét dwoc minh ¢
thé lam duoc gi. Tu cai chuyén minh biét dugc minh
dang & dau day, trong cai md hinh trudng thanh nay,
minh mé&i tham khao tai liéu, rdi minh vé& lai cho minh
cai ban d6. Day 1a cai ban do, tir ci ban d6 nay chung ta
phat trién timg budc mot. Thi du chang ta di tir Sai Gon
ra Ha Noi, chung ta phai dén Ving Tau trudc dung
khong a. Rdi sau dén Nha Trang, xong dén Pa Ning,
xong dén Hué, luc d6 méi ra dén ngoai kia chtr déu co
phai nhay mot cai 1a bay dén ngoai kia dau, trir phi bay
tau bay thi khong ké. Pay 1a timg budc mot ddy. Ma mdi
budc nay di can co su hudng dan, sy huin luyén. Phoi
hop gitra su hudn luyén véi cac budc ndy moi di dén céi
ap dung. Trong 4p dung thi phdi c6 do luong. i phai di
trai di tién di lui. Chiing ta phai do luong cho chinh xac
thi minh méi biét minh c6 dat t6i muc dich hay khéng.

T6i 1am tam mot cai ban d6, cac anh chi d thiy
chua, co théc miéc gi nita khong a. Thanh ra phan dau t61
day rat ki vé chd nay. Con thyc sy khi cac anh chi nam
ving van dé nay, tat ca nhiing cai vé sau khong thanh
van dé. Va cai nay van 13 ap dung CMM, chua phai cho
phan mém, chua phai software. Trong CMM né c6 mot
cai to1 goi la tinh hoa, minh goi nd1 chung, tirc 1a cai bi
mat. Néu ma noi theo danh tir truyén kiém hiép thi day 1a
bi kip. Chuia Thiéu Lam giir bao nhiéu kho sach, thi day
1a bi kip cua ho. Day 1a bi kip cua phuong phép nay. N6
nam bi kip nay thi n6 thanh cac muc gi. Cac anh chi doc
truyén chuong thi cac anh chi biét réi day. Bi kip nam
day, Ctu am chan kinh.

Day 1a bi kip, bi kip c6 7 phan thoi, chi c6 7 cau bi
kip thoi. Néu cac anh chi nim duoc bi kip nay thi luyén
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cai mon gi ciing thanh cong hét. Toi xin giai thich vé bi
kip. Tht nhét 14 bay gio' ching ta noi 1a chung ta thay
ddi, chung ta cai thién, improve. Vi¢c dau tién 13 cai
thién cai gi. Pinh nghia. By gid ching t6i mudn thay
d6i qui trinh lam viéc, cai qui trinh 1am viéc phai dugc
dinh nghia ra, n6i no6 ra, dang khong a. Phai dinh nghia
no ra, n6i nd ra. Tom lai, mudn 1am phan mém phai lam
nhu thé nay, phai lam nhu thé nay, phai 1am nhu thé nay.
Phuong phép 1am viéc phai ndi nd ra. Va t6i noi lai, dén
bay gio van chua 1a phan mém. Pén bay gid van 1a mo
hinh trudéng thanh, maturity model chit chua phai Ia
truong thanh phan mém, software maturity. Do d6 né co
thé 13 hardware, no c6 thé 1a e-business, no co thé 1a e-
government, nd co thé 1a bat cu diéu gi, nd van dua trén
cai nay. Day la tdm huyét cia Crosby va Deming. Hai
nam troi toi voi 6ng ay dém ngay ngdi udng bia ndi
chuyén v6i nhau trén troi dudi bién, chi néi mdi van dé
nay ma thoi. Thanh ra t6i c6 thé noi day 1a tim hon cia
Crosby va Deming nam & day. Toi 1a nguot di sat voi
cac ong Ay nhat. Hai nam troi gin nhu 4n ngu ng01 noi
chuyén véi nhau. Ong dy huan luyén cho minh dé minh
lam céi diéu nay.

Thanh ra t6i van goi, thr nhit chung ta phai xac
dinh, define, dinh nghia né ra. Thir hai phai lam tai liéu,
document, phai viét n6 ra. Pinh nghia né xong khong du,
phai viét n6 ra. Téi van d& thtr ba, phai huan luyén ngudi
ta, train, phai day nguoi ta lam. Ho duoc huén luyén dé
lam cai viéc d6. Van dé thu tu phai ap dung, phai ding,
use, hay 1a thyc hanh, practice. N61i ma khong lam thi
khong chay. Phéi lam chu, toc 14 phai dung 1én. Dung
khong a. Lam van chua du, phai do luong, xem lam c6
t6t hay khong, measure. Po ddy ciing khong du. Phai co
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verify, ¢6 nguoi trac nghiém lai. Sau cing, dii minh lam
ca sau yéu t6 nay khong c6 nghia 12 n6 hoan hao. Do d6
luon ludn phai cai thién, continuous improvement. Ma
trong cai continuous improvement n6 doi hoi yéu td thoi
gian. Yéu t6 thoi gian t6i thiéu 13 tir 9 dén 12 thang. Luc
d6 n6 moi dat toi do truong thanh 13 mature. TAt ca
nhiing gi minh lam trong céi chuong trinh CMM level 5
hoi da 7 yéu t6 nay. Anh ghi n6 1a bi kip di. Ciru 4m than
cong gi do, dai khai thé.

Bay gio toi noi cai nay dé anh chi thdy rd. Khi anh
chi gip nhitng ngudi tu van, cic anh chi hoi danh tir
institutionalization, thé 1& hoa. 99 nguoi tu vén s& tra 10
la "It depends on what you want - Con tuy 6ng muén gi."
Khong c6 nguoi nao dam noi cai nay hét. Cai nay no
gidu bién di mat roi. Nam 1989 no di bién mét ra khoi
danh tir CMM r6i. Gidu chtr. Gidu kin dé 1an khong ra.
Céi nay 1a cai ddu tién ma nhoém tu vén, origin, 14-15
ngudi n6 gidu. Cai dau tién nd gidu, cho nén bay gio
khong ai tim ra dugc tung tich ctia nd & dau ntra. Thanh
ra khi téi mang cai nay ra, t6i néu cai nay ra, 15 anh kia
to1 than phién voi ti, bao, "Nbi com cua chung to1 nam
& day ma 6ng khong gidu di a." Khi n6 day lai cho An
Do, nd day hai phan thoi. Gidu hét. Vi sao cac tu van
phan 16n khong day? Cac anh chi thay khong a. Bay gio
bao thé 1& hoa, institutionalization, noi no ra la biét
vuéng & trong roi. Bon Mi nd ciing khong dén ndi dai
dau. No than phién véi t6i nhung n6 khong lam dugce gi.
Bdi1 vi minh khong dung cham téi ho. Toi day trong
truong dai hoc t61 day ¢ Carnegie ma, anh nao hoc thi
hoc, khong hoc thi théi. Nhung khi n6 day cho An D9,
va bay gio anh c6 vO Software Enginerring Institute nd
ciing day 1, "everthing but document." Do d6 viét xudng
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rat 1a d&, thanh ra n6 khong quan tim 14 ai day dd, ai co
ap dung hay khong. Thanh ra né di n6 1am cai van dé
danh gia. Ngudi danh gid d&én cong ti hoi cong ti co
chinh sach khong? Co6 tha tuc khong, cé cai nay khong?
N6 chi xem cai tai liéu d6 thoi. C6 xong rdi 1a ki thi
xong. N6 chim qua cai tai liéu, n6 khong chdm qua cai
kha ning, n6 chim qua tai liéu documentation chir khong
cham qua ning luc thay ddi, change capability.

Nguoi tu van An Do nd nghi ra, chim qua, bat
ngudi ta viét cai nay, ciing mat cong qua, it dung, ban.
Ban tai liéu: hai chuc ngan level 2, bén chuc ngan level
3, ndm chuc ngan level 4, béy chuc ngan level 5. Thanh
mot cai gid. Ma bay gio theo thoi budi lam phat gia né di
xudng. Nam ngan, muoi ngan level 2, hai chuc ngan
level 3, level 4 chi d6. Thanh ra nd dén cac cong ti nd
ban. Khi t6i lam khoan ngoai t6i dén cac cong ti, cong ti
nao ciing c¢6 cai document nay, gidng nhu hét nhau tir
mirc s6 1 dén mire s6 5, moi thit, hoi 1a né cé. Chinh xéc
t6i mirc d6 con s6 do metric ma né con gidng nhau. Mot
cong ti & Thuong Hai, mdt cong ti & Thanh D9, hai cong
ti phan mém khac nhau, giéng nhau dén timg con sd,
defects 0.6 trén mot ngan dong ma. Level 2 tir 0.4 dén 4.
N6 gidng dén cai mirc nhu vay, project nao ciing con sd
nhu vdy. Xubng Hongkong cling nhu vay, sang Dai Loan
cing nhu vay, xuéng Viét Nam cting nhu vay. Ca murc
s0 5, con s0 giong hét nhau trén toan thé gidi. Cling mot
khuon mau, cing mot nguoi tu van. Anh nao cling con
$6 5, cling dan mdt con dau 1a CMM s6 5, ki tén nguoi tu
van d6. Mot cong ti tu van chir khong phai 1a mot ngudi.
Bén hét tat ca nhimng cai d6 di. Boi vi ho ¢ cai do roi thi
tur nhién trén thé giéi n6é nay sinh ra gan 1000 chuan sb 5
trong khi toan nudc Mi chi c6 17. Nudc Mi dugc 17
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nhém dat s6 5, nhung ma thé gidi lai 1000 cai sé 5. Tic
1a tom lai tat ca cac nudc khac déu gidoi hon M, tuc 1a
chat lwong cua phi thuyén con thoi d6 khong bang chat
lwong cia mot cong ti phan mém nhé ¢ Viét Nam do 100
nguoi. Thanh ra d6 13 1i do tai sao minh khong mudn no6i
gi hét, minh im ling. Nhiéu ngudi bao "Téi s6 5 ddy ma
sao mii chua thiy anh dem viéc vé." Minh ciing im thoi.

Néu anh 1am cai mé hinh truong thanh, maturity
phai cé nhiéu cai tién chd nay. Pay, chd nay day. Coi
nhu la tat ca nhimg cai gi ‘quan trong nhit t6i di noi ra
roi. Cac anh chi tir sang dén gio tat ca nhiing cai gi hay
nhét cia CMM model cc anh chi ndm hét rdi. Phan sau
chi con néi choi, phan sau bat dau ap dung cho software,
phan trudc 14 hoan toan mé rong ra, ap dung cho bat ki
céi gi cling dugc. C6 ai con thiac mic gi nita khong a.

6. Cdi tién qui trinh phan mém

Bay gio toi bat dau di vao software, toi di rat la
nhanh. Tir s6 1 dén sd 5. Truong hop s6 1 1a nhu thé
nao? S6 1 la khong c6 cai gi, 1on xdn, manh ngudi nao
ngudi d6 lam, cdi nhau lung tung. Bén Mi n6 khong
dung tr cai nhau, n6 dung tr 1a creatibility, phat huy
sang kién. S& di t6i khong theo anh vi tdi phat huy hay
hon anh. Do d6 t6i khong thé theo y anh. Khong ai tuén
theo mot tiéu chun gi ca, manh nguoi nao nguoi do lam.
Mubdn giai quyét nhitng viéc do, thi viéc dau tién 1 phai
cai thién cach lam viée, cach td chuc lam viéc, project
management, quan li du an. Mudn quan 1i du 4n thi phai
tun theo 7 phan nay.
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Pau tién 14 requirement management - quan li yéu
cau, project value - gia trj du 4an, project monitoring -
giam sat dy an, configuration management - quan li cu
hinh, processes and products - qui trinh va san pham,
quality assurance - dam bao chat lugng, software
environment - méi trudng phan mém, management and
measurement - quan i va do. Cai nay no rat 1 gian di
thoi. Néu céc anh chi dé ¥, chinh anh chi s& thiy tat ca
nhitng cai ndy no chi 1 van dé cua nguoi quan 1i dy an,
khong c6 gi khac. Bat ctr dy an phan mém nao, su doi
hoi cling c6 thay doi. Néu chung ta khong kiém soat syr
thay doi do, thay doi lung tung, thi ching ta khong thé
kiém soat duoc. Do d6 van dé chinh goi 1 kiém soét su
thay doi, change management requirement, ching ta da
hoc mot tuan qua roi.

Thr hai, bat ki du 4n nio chiing ta ciing phai hoach
dinh no6 ra. Khi hoach dinh xong chiing ta phai theo doi,
kiém soat n6. Sau khi kiém soat theo ddi roi, chung ta
phai ludn ludn kiém soat sy thay doi. Phién ban 1, phién
ban 2, quan li thay doi - change management, ban thay
doi - change board. Sau do6 roi thi c6 nhiing ngudi kiém
lai chat lugng cua ca qui trinh 1an san pham. Néu chung
ta 1am viéc v&i thué khoan nudc ngoai chung ta thay
rang ca nhiing thoa thuan v&i ngudi thau lai, subcontract,
nhirg ngudi ban - vendors hay nhirng nguoi cung cip -
suppliers. Va ching ta phai do, theo ddi con s6. Hoan
toan tt ca nhitng cai nay 1a né kha nang cta ngudi quan
li du an. Khéng c6 cai gi ra ngoai quan li dy an. Mot
ngudi 1am quan li dy an phai nim rat viing bay yéu td
nay. Khong c6 gi méi la, thanh ra t6i di rat nhanh.
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Cdu héi: nha cung cdp bén ngodi va bén trong thi
sao?

Mot cong ti 16n c6 rat nhidu nha cung cép, ca bén
ngoai va bén trong. Thi du nhu t61 c6 bd phén ki nghé.
Nha cung cép ctia minh c6 thé 1a b phan CNTT, co6 thé
1a trung tAm dir liéu. N6 ciing 1a nha cung cdp phan
mém, ndi bo.

Phan sau cac anh chj cling cé thé coi dugc, toi
ciing s& chi di ludt qua rat nhanh. Boi vi nhitng phan nay
khong phai 1a phén chinh, nhu cac anh chi théy. Nhin lai,
t6i v& cai dd hinh nay, cai chinh 1a 1ap ké hoach dy 4n.
Yéu cau ching ta vira hoc qua rdi, ddy 1a cac chi tiét
thoi, vé cac anh chi tham khao cac anh chi doc, khong
phai néi qua noi lai. Chia ra hai phan ching ta vira méi
hoc cudi ngay hom qua.

Phat trién. So 2 chu trong vao quan li, s6 3 cha
trong vao phat trién. Tai vi né phai giai quyét nhirng van
dé nao, wu tién giai quyét thi giai quyet su thay doi trude
khi giai quyét sy thanh 1ap. Tai vi néu chil trong t&i cai
nay ma khong chl trong t&i cai nay thi ¢ cac du an
thudng goi 14 ad hoc, khong thé thirc, manh ngudi nao
nguoi d6 1am, thay doi lung tung. Kiém soat sy thay doi
trudce, do 1a 1i do tai sao quan li lam trudce, phat trién 1am
sau. Ngoai ra khong c6 gi thay ddi c4, cac anh chi vé coi
qua cai ndy, toi nghi rang ciing khong c6 gi thay doi.

Do 1a ddy. Moi nguoi hoi vé do luong yéu céu thé
nao. Co ba cach do ludng, anh ¢ bao nhiéu yéu cau thay
doi, cai gi anh da giai quyét xong 10i, cai gi anh chua
giai quyét xong, dai khdi nhu vay. It nhat minh c6 thé
coi, khong c6 gi ca. Ngoai ra toi thém mot s6 checklists
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c6 thé ap dung. Nhu toi dd nodi, t6i hoan toan dung
checklist rat 1a nhiéu. Dy chi 1a mot s vi du. Po, déy 1a
mat cach trich ra. Khi chung ta thanh 1ap dy &n, chung ta
do, chung ta 1ap d6 do, metric. Metric 1a gi a, do dac phai
khong a. Khi chung ta do, chung ta phai biét chung ta do
vao cai muc dich gi. Nhiéu nguoi bao ching ta cir viée
do ma khong biét dé lam gi. T6i mubén nhan manh la
phai ¢c6 mdt muc dich, sau d6 muc dich d6 phai duoc
dinh nghia rat rd rét. Sau d6 ching ta phai dung n6 mot
cach can than, kiém soét can than va phan tich can than.

Chung ta tré lai van dé do luong, do dac. Po thi
viéc do ddy, chiing ta phai biét chung ta thu thap cac di
kién gi. Pay 1a cai qui trinh. Trudc hét chung ta tim xem
cai gidi han do thé nao, qui trinh phuc vu muc dich gi.
Sau d6 chung ta c6 thé dinh nghia cach thic do 13 thé
nao. Sau d6 thu thap céc dir ki€n d6 vao, phan tich céc
dir ki¢n d6. Duya trén cac dir kién chung ta phan tich,
ching ta phai lam viéc gi dé thay d6i. Dung cac dir kién
d6 dé ching lam cac viéc sau, cai thién van dé 1am phan
mém. Thi ddy 1a van dé rat gian di khong c6 gi ca. Céc
anh chi c6 thé doc qua van dé nay, néu co gi thic mac thi
ching ta co thé trao d6i sau. Toi luu ¥ ddy 1a van dé
project, muc dich cua project nay 1a do xem c6 hi€u qua
khong. Thuong cho mot dy an thé nay, ciing tot thoi, xac
dinh muc tiéu. Day, cai data dit kién thé nao day. Tung
nhing dir kién nay minh méi dua t61 ing dung. Thay d6i
du an day, dong ma la bao nhiéu do, t6n mat thoi gian
bao nhiéu do, ton bao nhiéu tién, day 1a nhitng diéu rat la
gian di. Viéc do khong co gi hét.

Thong thuong thi cac sach giao khoa noéi vé do,
thuong thuong cé rat nhiéu cach do. Theo riéng t6i khi
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chung ta bat dau thu thap dir kién, ti thiéu chung ta can
3-4 thang dé cho céc dir kién duoc 6n dinh. Khi chung ta
ldy dir kién 1an dau tién nd con chua stable, né chua
vitng, t6i thiéu phai thu thap dir kién d6 3 dén 4 lan.
Thong thuong t6i thu thap dir liéu, trong vong 3-4 thang
dau t6i bo. Lic ddu méi do d6i khi nhan vién khong
cung cap dung, chinh xéc dit liéu, thanh ra t6i thiéu ciing
phai 3 thang dau dir kién mdoi thu thap duogc chua viing
chic 1am dau. Thi du minh xuéng minh béao, "Anh cho
t6i biét 1a anh co bao nhiéu 15i?" nhan vién né bao cio
1én, lac dau chua c6 viing chic, lic dau nd khéng rd.
Thuong thuong t61 thu thap khoang 6 thang thi 3 thang
dau t6i bo.

Van dé thir hai 1a mdi dy an khong nén cé qua
nhiéu cach do. Toi st dung thong thuong la 3. Bung bao
gio nhiéu hon 4. Vi nhiéu qua no rdi raim khéng lam
duogc cai gi ca. Do la kinh nghiém trong thoi gian dau.
Céc anh chi thay 101, trong khi ching ta do luén luén c6
hai phan, phan thir nhat do luong cai qui trinh ki thuat,
phan thir hai do ludng cai san pham. Hai cai d6 cong lai
cho ta cai dir kién nay, tir dit ki€n nay ching ta phan tich
no ra, roi sau d6 chung ta lam quyét dinh. Day l1a vi du.
Céc anh chi ¢ thé xem qua vi du nay. Tir day 1a dit liéu
thd, nhitng dir kién nay. Nhitng nguoi nay dang lam &
mot project, ho dang lam & phan nao, ho tén cong bao
lau. Tir @6, tir chd ndy chiing ta suy ra kha ning ho lam
dugc bao nhiéu phan trim. Pai khai nhu vay. Nhitng cai
nay rat 1a binh thuong va rat 1a can ban, khong co gi mai
la ca.
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Po thi dé nhung ma thuc hanh thi kho. Bay gio
minh thay truc trac cho nay minh stra thi khé chur do thi
de khong c6 gi ca. Tai di qua rat 1a nhanh phan nay.

Cdu héi: Po lwong va phdn tich minh ¢6 can cdc
cong cu ho tro khong?

Cach thic do ngay xuwa thi dung gidy to. Thong
thuong mét dy an, ngudi quan 1i duy 4n ho cd6 mot nguoi
so sanh xem xét cong viéc, ro6i bdo cdo véi ho. Con
truong hop cua to6i, trong cong ti cia toi, toi c6 mot
website. Trong website d6 hang thang, hang tuan mdi
mot nguoi quan li du 4n vao website do, cho cac con sd
vao d6. ROi ¢6 mdt nhom nhan vién cia toi ho chuyén
mén ho theo ddi cac con sb d6, ho v& ra cac dd hinh roi
ho bao céo 1én. Vi mot cf)ng ti 16n rat dé 1am chuyén
nay. Ngay xua bao cdo bang gidy to 1én that lac thong tin
n6 phién phic lam Bay gio toi thay rat 1a gian di, la
trong cong ti to1 tat ca moi thir déu ndm & cai website.
Ctr dén ngay 1 dén ngay 15 hang thang, ngay 1 dén ngay
5 nhimg du an do, nhirng nguoi quan li du an lai cho cac
con s0 vo. Tir ngay 5 dén  ngay 10 la minh chi doi cac du
an d6. Pén ngay 15 la tbi thiéu. Ngay 15 1a khoa chot.
Ngay 14 la khoa s0. Ngay 12 anh nao con chua nop du
con s, nhom lam Ve viéc do ho gui email dén noi, ong
quén 1a chua nhap s6 sao. Va dén ngay 14 1a khoa so,
ngay 15 1a bat dau phan tich. Ngay 20 13 ho phai v&
thanh d6 hinh, ndi 1én hét. C6 mot cai ban nd phan tich
va xem xét. Ngay 25 t6i c6 mot cai dashboard céc con sb
chinh. Dén cubdi thang 1a nhan vién quan li cp cao hon
nhan duoc dﬁy du cac chi tiét vé do luong, tat ca cac du
an vé ki nghé. Thanh ra minh khép cii nhu vay. Dén
cudi thang 1a ho xem duoc hét cic thir trong thang. Minh

62



do chr, minh ¢6 15 ngay thu thap dir li¢u do, minh c¢6 10
ngay dé minh lam phén tich moi sy va cho né thanh cai
d6 hinh. Ctr dén trude ngay cudi thang 13 ho c6 duoc bao
c4o tong hop. D6 1a phuong phap t6i lam viéce trong cong
ti.

Cdu héi: Em doc sach thdy nguoi ta 6 mot sé cdi
nguoi ta hé tro do heong, cdi hé thong OLAP. Cdi dé
ciing la cong cu?

Vang, OLAP phai c6 cung cdi dashboard. Chung ta
da qua cdi OLAP, nam ngodi da hoc vé OLAP &
Information system management. Van dé chinh toi thay
1a cac sach gido khoa ho noi qua nhiéu vé véan dé do. Ho
no6i roi ram chi tiét trong khi minh do rat gian di, khong
c6 gi ca. Thur hai nira, cdc nha han 1am, khi do dugc la do
t6i da thoi. Po duoc cai gi 1a do théi. Con mot ngudi
quan li dy an toi thdy 1a ho khong bao gio dung qua 3
dén 4 tha. Chang han nhu anh quan li dy an, anh mudn
do cai gi? Thong thuong cai thir nhat minh biét 1a minh
c6 ban ké hoach, minh theo ddi ké hoach d6 xem c6
dung ké hoach hay khong. Térc 1a do plan vers actual,
ding khong a. Minh du dinh n6 1a nhu vady ma hién thoi
no thay doi nhu vay thi toi phai xem céi ké hoach ma t6i
da du dinh do6 n6 co6 chinh xac hay khong. T61 udc chung
1a 15 ngay thi n6 phai xong cai nay. By gio dén ngay
thir 13-14 roi n6 c6 dat duoc toi mic d6 hay khong.
Cham qua hay 1 nhanh qua, plan vers actual, cai d6 gan
nhu ai cling lam.

Cai thtr hai 1a minh do van dé& vé 15i, c6 bao nhiéu
16i. Thong thudng cai d6 1a cai rat can ban. Minh khong
can qua nhiéu cai do. Thanh ra quan niém cta t6i 1a mdi
mot nguoi quan i du an cho t61 3 cai metrics, thé théi, 3
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hay 4 cai. Muyc dich cac anh 4p dung cai d6 dé quan li dy
an cta cac anh. Con toi thi t6i can chang han nhu 14 ¢6
bao nhiéu dy an cham tré nhu thé nao. Khi toi bdo cdo
Ién trén c6 400 du an thi 10 cai cham 1 thang, 20 cai
chim 3 thang , thi du nhu vay. Nguoi quan li ¢ trén ho
dau can cai chi tiét qua 1am gi. Va téng s6 nd luc - 16i 1a
bao nhi€u. Chir con nguoi vice president nguodi ta hoi
dau ma nhin xuéng cai du an A, du 4n B chay ra lam
sa0. Minh phai tong két n6 lai. T6i dwa ra mot cai van dé
13, t6i dung danh tir 1a cac chi tiét. Con thi thong tin tom
tat dé néu van dé cho nguoi trén quyét dinh.

Thinh thoang t6i cAn 6ng pho chii tich xudng noi
vai ba cau. "Sao cac anh 1am 156i nhiéu thé nay?" chang
han. Nhiéu khi muon cai oai cia ong iy dé noi cho véi
ngudi cap dudi ctia minh. Minh 1a ki su trudng thoi,
minh chua t61 mirc minh néi ho nghe dugc thi doi khi
minh cling phai nho nguoi trén xudng ndi. "Nam nay
lam sao ma defects nhiéu qu4, 15i nhiéu qua." Di nhién 1a
khi 6ng Ay noi véi ngudi dudi, t6i gia bd nhu vay. Toi
moi Ong vice president 6ng xudng noéi vai ba cau. Thi
ong 4y hop véi cac nhan vién. Thuong voi cac hang rat
1a 1on, doi khi ho khong gap truc tiép duoc tat ca moi
ngudi. Ong ay vao mot cai phong, cai phong d6 c6 cac
may ty dong quay phim. Ong 4y vao ¢6 bAm méy va ong
ay dung noi do 15 phat, 10 phut ddng ho. N6 thu cai do
vao roi thady vo cai web cua hang. Nhan vién sang tdi bat
Ién la c6 cai thong di¢p day "letter from the vice
president." Chwong trinh chiéu 1én ong ay ng01 ong Ay
noi. Do 1a phuong phap truyen thong rat hiru hiu.
Chung t6i 1am cai do6 rat 1a nhleu Khi toi can giri toi tat
ca ki su, ngay xua phai hop tit ca moi ngudi, ki su & rai
rac khap noi. Gui mot email minh néi v6i n6 ma nhiéu
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khi n6 khong nghe cho nén minh can phwong phap truc
tiép. Minh budc vao phong do. Phong dé 1a phong tu
dong. May da co sdn ¢ do6 rdi, khong co ai chi huy cai
phong do. Man anh, hinh anh, camera c6 san hét, chi
bam may trong phong réi minh nodi 5 phat dong hé.
"Thang nay cac anh lam 18i nhiéu qua, phai coi chimg."

D6i khi minh doan 13 hinh nhu trong thang hing c6 thé
sa thai bt nguoi 1am 11 nhiéu, ching t6i can biét lam 15i
nhiéu 12 nhimg ai. Quan li dy an can chi mat nhiing
ngudi 1am 18i nhiéu. Pai khéai nhu vay, quan li. Toi nghi
nhu vay nhung thudng thudng dé ong kia ndi cht minh
no6i n6 khong nghe. Ong phé chu tich xudng néi thi nd
so. Pai khai nhu vdy. Cho nén dua bai 1én web, bat no6
1én 1a du.

Thanh ra toi thay 1a van dé level 2 rat 13 gian di,
khong c6 gi. Lap ké hoach du an ciing 1a van dé rit gian
di, khong c6 gi quan trong. Tdi ludt qua van dé nay that
nhanh, chi di vao nhiing véan dé then chdt chinh théi. Mot
cai du an la cai gi, project 1a cai gi day, dinh nghia dy an.
What is project? What is the project management? Quan
li dy 4n 1a gi? Lam kich c¢& du 4n nhu thé nao, cong cu
du 4an, minh 1am thé nao. Yéu cau, minh chia nhd nd
xuéng thé nao, minh udc luong no, 16n nhd thé nao, nod
gém c6 nhiing churc ndng, nao, nd can bao nhiéu nguoi,
thoi gian bao nhiéu, dai khai nhu vay, rii ro thé nao. Toi
nghi ring mot trong nhiing yéu t rat quan trong ma toi
thdy 1a hoi thiéu st ma to6i quan niém phan 16n cong ti
phan mém thit bai ¢ d6. Li do chinh cho thit bai ¢6 hai
cai. Thtr nhat 1a chic ning, 1dy yéu cau 1a sé mot,
requirement 13 number one. S6 hai 1a quan li dy 4n. Phan
16n nhitng nguoi quan 1i du 4n khéng dugc huan luyén
mdt cach tot dep. Da sd nhiing ngudi quan 1i dy 4n, theo
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cong trinh nghién cuu cua t6i, ho 1a nhitng nguoi 1ap
trinh rat gioi. Ho bi€t 1ap trinh rat hay, ho duoc thang
churc 1én quén 1i du 4n. Thanh ra phan 16n déu that bai.

To1 ludn ludn ndi voi cac chu nhan trong khoa day
vé CIO, "Ong cho mot ngudi nao biét 1ap trinh hay nhét,
cho vao lam quan li dy 4n ma khong c6 huén luyén can
than thi 6ng s& mat mot ngudi lap trinh rat 1a hay, va dng
s€ dugc nguoi quan li dy an rat 13 t61." Toi dat van dé 1a
tat ca nhitng nhan vién, trudc khi 1am quan 1i dy an, phai
duoc hudn luyén rat 1a ki ludng. Boi vi néu quan li du an
that bai thi cong ti that bai, bai vi n6 1a ciu triic cin ban
nhét cta bat cr mot doanh nghiép nao chdt lai 1a quan li
dy 4n. Thanh ra t6i dat rdt niang viéc project
management, quan i du an.

T4t ca nhan vién dudi quyén t6i duge chon lam
quan li dy 4n tdi thiéu déu phai hoc qua khoa hoc vé
quan li dy an. Phai 1am phu ta quan li dy an it nhét trong
vong ba thang. Sau khi minh huan luyén xong, minh trao
cho nguoi do chuc quan 1i dy 4n, minh phai dua nguoi
d6 phu cho mot ngudi quan li dy 4n khac. Anh dy vao
anh 4y ngdi trong vong ba thang hoc nghé d6. Xem
ngudi kia ngudi ta quan Ii thé nao dé minh hoc. Thanh ra
to1 dung céai phuong phdp goi 1a mentor, kém cadp. Doi
khi t6i néi voi nguoi quan li du an rat gioi, toi bao
"Trudc khi t61 phong cho anh 1én mdt chic khac, anh
phai huén luyén cho anh nay trong vong 3 thang. Khi
anh nay gioi lam duoc viée ri thi t6i mai dua anh di."
Ong kia hét 1ong truyén nghé cho éng nay trudc khi 6 ong
ay duoc bd nhiém vao mot chirc vu khac. Tac 1a néu
minh dua ngudi ta vo ma ngudi ta ngdi day lo mo tic
nguoi ta khong 1am dugc, to61 bao "Anh chiu trach nhi¢m
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cho viéc nay. Anh nay anh 4y s& vo phu ta cho anh cho
cong viéc nay, anh s€ tip trung vao cong vigéc khac.
Trudc khi anh qua cong viéc khac t6i cho anh 3 thang dé
anh truyén nghé. C6 cai gi thi chi day hét cho anh kia di.
Khi anh kia bao t6i du strc t6i quan li cai du an nay roi,
thi lac d6 anh moi duoc chuyén sang viéc khac." Do 1a
cach cia t6i thu xép v6i nhan vién.

Thong thuong thi ngudi lam 1ap trinh khi ho méi
nghe dugc ho s& 1am quan 1i du an, ddy 1a van dé duoc
thang chic. Thang chtc thang luong ai cling thich.
Nhung phai n6i 1a 80 phan trim nhiing nguoi lam lap
trinh, sau khi dugc lam quan li du an, lai muén trd lai
lam 1ap trinh. Khong ai mudn lam quan 1i dy 4n. Hai
lanh vyc ndy nd quéa khac nhau. Thir hai 14 Iic minh ngdi
lam 1ap trinh, minh cai nhau bang nhiing van dé 1a "anh
sai anh dung" cling nhu "mot cong mot 1a hai" rat dé
dang, moi thtr 1a logic théi. Nhung lam quan li dy an thi
logic ¢6 10 phan tram thoi, 90 phan trim khong c6 logic,
dung khong a. Thanh ra cai van dé dung cham n6 khong
phai 13 logic. Thanh ra nhidu nguoi ho rat 1a giéi, ho
khong thich 1am, nhét 13 nhitng nguoi lam ki thuat gioi,
ho khong thich 1am quan i.

Nhung ma ngudi 1am quan li dy 4n gioi, ho rat 1a
thanh cong. Thanh ra bay gio dua mdt nguoi quan li du
an gidi, dua 1én vai tro goi la quan 1i chir khong phai l1a
quan 1i dy 4n nita, thi phai qua mot giai doan huan luyén
nira. D6i v6i t6i, tir quan li dy an, bude tiép 1a chuyén
Ién quan li loat dy an - portfolio management. Portfolio
management 1a ngudi quan li nhiéu du an. Trong mot
mién, nguoi quan li dy an, thi du 5 dy an vé ki nghé vé
software, lic dau ho quan 1i mot dy an, vé sau cho ho 1én
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portfolio quan 1i 5 dy an, 10 dy an gi d6. Do 1a portfolio
management. Khi ma ho quan 1i thanh cong cai portfolio
roi thi bude tiép ho 1én cai goi 1a quan li chuong trinh.
Quan li chwong trinh 13 trong san pham, tirc 1a product.
Ho trong mét chuong trinh, thi du nhu chuong trinh 1a
quan li du 4n phan mém cho dong co tiu bay. Chuyén tri
vé dong co, vé& engine. P6 1a mot cai chuong trinh.
Trong cai dong co d6 cé hang chuc cai dy an nhd nho
khéc nhau. Nhu vay trong mot cai 16n hon. Khi ho 1én
duoc cai goi 1a quan li chuong trinh, budc tiép ho 1én
quan li, tic 1 trong mot khu, mién. Thi du nhu dong co
ciing 1a khu, trong d6 c¢6 may chuc loai dong co khac
nhau. Liic d6 thi van dé ra khoi ki thuat ma 1én quan Ii.
Luc d6, mdi lan 1én nhu vay, ho phai trdi qua mot giai
doan t61 goi 1a thur viéc. Ttrc 1a minh dua nguoi do 1am
viéc dudi hudng dan ciia mot nguoi khac, thong thuong
la khoang d¢ 3 thang té1 6 thang. Lén quan 1i chuong
trinh thi tdi thiéu ciing phai 1 nam. Thanh ra lu6n ludn
¢4 su huin luyén, training, va c6 giai doan dé tiép thu,
giai doan dé hoc nghé.

T6i thdy nhiéu cong ti ¢t thuyén chuyén nguoi nay
tu chtrc vu nay sang chirc vu khac ma khong cho nguoi
ta giai doan dé nguoi ta hoc. Thanh ra toi thdy sy do6 rat
thuong dem lai rat nhiéu that bai. Day 1a phuong phép
lam viéc to61 hoc dugc qua nhiéu nidm kinh nghi¢m lam
viéc tai nhidu cong ti khac nhau. Cudi cing rdt cuc didu
minh thidy dugc dem ra chia sé véi cac anh chi. Mong
rang sau ndy cac anh chi ciing ap dung duoc nhirng diéu
nay trudc khi minh ndng mdt nguoi 1€n, phai néi cho ho
biét. "T6i dwa anh vao ddy nhung t6i cling chuan bi thu
xép huan luyén cho anh lam quen, anh lam phuy ta cho
mot nguoi khac trong mot thoi gian." Ho biét 1a ho chi

68



lam phu t4 cho mdt ngudi khéac trong mot thoi gian thoi
roi ho méi duge giao cho viéc do. Ho hoc viéc trong thoi
gian do, ho ¢ 1am, ho hét ste ho hoc. Nguoi kia trude
khi 1én chtrc vu khac phai huin luyén nguoi thay thé cho
minh ciling trong thoi gian d6. Ho chua hét nhiém vu,
anh nay khong xong thi ho cling khong di duogc sang
nhiém s& khac. Thanh ra d6 13 cai van d& minh goi 1a
training. To1 co6 cai ki thuat nhu vay.

Monitor 1& kiém soat. Minh c¢6 mét chwong trinh
minh dua ra. Cai dg 4n nao cling phai c6 ké hoach hét
phai khong a. Minh xem xem la minh hoach dinh nhu
vay c6 dung khong va n6 cd theo ding chuong trinh
minh nghi nhu vay khong. Minh phai theo ddi, theo doi
xem nd ndi vay nd c6 lam dugc nhu vay khong. Trong
cai monitoring ¢6 nhiéu phan, t6i chi ludt qua cai nay
cac anh chi c6 thé vao tim sach doc. Nhidu ngudi ¢ kinh
nghiém roi nén t6i chi nodi qua théi. Quan i phién ban dy
an chiing ta cling da hoc roi, kiém soét sy thay doi thoi
chtr khong co gi hét. Cai ndy ndm ngoai chiing ta da hoc
qua rdi trong chuong trinh Software Engineering.

Pam bao chét luong cling vay. C6 mot sai lam ma
nhiéu nguoi nghi ring nguoi kiém soat chit lugng 1a
ngudi chiu trach nhiém chat lwong. Cai d6 1a cai khong
dung. Ngudi kiém soat chat lugng xem ngudi ta co tudn
thu theo qui trinh d6 va céai chét luong c6 dat dugc muc
mong mudn hay khong. Nguoi trich nhiém cho chét
luong 12 nguoi 1am chir khong phai ngudi kiém soat. Toi
thdy sach gido khoa hay 1dm 1an, ngudi 1am chét luong
phan mém hay dam bao chat luong qui trinh hay san
phém khong chiu trach nhiém vé chét lugng. Nguoi lam,
tirc 12 nguoi lap trinh phin mém, ngudi software lam,
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chiu trach nhiém vé chat lugng san phém, nguoi kia la
nguoi kiém soat. Nguoi dam bao chat luong phan mém
khong thé nao lam chat lugng Ién dugc, n6 c6 lam dau.

Nhung ma khé khin thér hai ma t6i thiy nhiéu
cong ti vip phai: ho khong co coi trong chirc vu cua
ngudi di kiém soat chat lwong. Thanh ra da sb cong ti,
khi ho 1am, khi ho moi t6i dén xem vé cach thirc lam
viéc cua cong ti, mot trong nhitng cau hoi cua to1 1a "Cho
t6i ndi chuyén v&i ngudi dam bao chit luong." To6i hoi
nguoi do, kinh nghiém thé ndo, 1am ra sao. Téi di nhiéu
cong ti, ho dua nguoi lam kiém soét chat luong 1a ngudi
khong c6 kinh nghlem La vi ho quan niém thé nay:
trong phan mém nguoi lap trinh 1a quan trong, do d6 anh
nao cang lam 18p trinh gioi thi cr ngdi cirng ma lam 1ap
trinh thdi. Con anh nao lap trinh dé qua cr viét sai hoai
thi cho di lam quality assurance. "Thoéi, anh lam khong
dugc thi anh di kiém soat nguoi ta di." Con nguoi lam
duoc thi ctr lam hoai. D6 1a mot sai 1am rat 16n.

Thanh ra khi toi dén céc cong ti rat 1a gioi, ho dat
murc s6 4, ho dat mic s6 5, ho muén c6 thém mot ngudi
khac dén xem ho lam c6 dugc khong, nhiing cong ti do
phan 16n ho lién lac véi t6i rat nhidu. Khi toi dén, mot
trong nhitng cau hoi cua t61 la: cho t61 gap nguoi k1em
soat chat luong trude. Néu nguol do la ngudi rat co
nhiéu kinh nghiém, lam viéc rat c6 uy tin, thi toi tin 1a
chit lugng né tét. Néu ngudi d6 1a mot nguoi khong co
kinh nghiém gi c4, hodc 1a mot ngudi mdi ra truong 2-3
nam kinh nghiém gi ma dwa ra lam viéc d6 thi toi bat dau
c6 sy nghi ngo. Cai nay to6i cling hoc dugc khi to1 lam
viéc v6i Toyota, t6i thdy 1a nguoi lwong cao nhit cta
Toyota la ngudi kiém soat chat lwong. Khong mot ngudi
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kiém soat chat lugng ndo ma dudi 20 nam kinh nghiém.
Thanh ra tit ca nhitng ngudi ki su 1am viéc cho Toyota
Ién chirc quan li dy an, 1én chirc quan i mién, rdi mai 1én
chtrc quan 1i chit lvong. Pam bao chit lvong phan mém
ctia Toyota luong cao hon ngudi quan li, phan 16n ho 1a
nhimg ngudi quan li tréng vé mot mién rdi ho méi tré
thanh dam béo chat luong. Pén luc d6 t6i méi bao, "A,
thi ra tham nao cai chét lugng, nhét 1a cai xe Lexus, tham
nao cai cong ti nay ho thanh céng 16n vi ho nam dugc cai
yéu td do."

Thanh ra anh 1én 1am manager da, anh quan 1i da,
roi anh 1én quan 1i mat mién, quan li mot cai may dong
co, r0i lac d6 mai di lam quan i chat luong. Thir nhat ho
lam bao nhiéu nam lam quan li, ho rat 6 uy tin rodi, moi
ngudi rat né ho roi. Bay gio ho nhuong cai chire d6 cho
mot anh thay thé ho, ho trd vé& viéc quan li chat luong.
Khi d6 ong 4y di dén dau moi nguoi cing né ong 4y hét.
Vi ngay xua do6 la viéc cua 6ng ay. Khi ho lam manager,
t6i 14y thi du ho lam manager ctia phan mém trén cai xe
hoi. Ho 1am cai d6 trong vong bao nhiéu nim roi. Bay
gi0 ho chua dugc dua vao dy an thay thé, ho trd thanh
nguoi quan li chat lugng. Ong ay biét rit rd moi cong
viéc, ong Ay chi dau 1a dang d6, khong ai cii duoc hét.
D6 14 yéu t6 thanh cong ciia Toyota. Thanh ra bi mat ctia
Toyota ndé nam & chd d6. Cong ti d6 c6 mot phuong
phap t6 chuc t6i nghi 1a khong méy cong ti theo dugc,
ré‘mg ho dat diéu 1a chat luong 1a cao nhét trong cong ti.

Khi t6i qua viéng thim Toyota, t6i thay cong ti niy
c6 mot vision. Vao van phong cua 6ng chu tich, cé treo
cai khau hiéu, khi vao cira 13 thdy treo ngay khiu hiéu:
"We want to be the only transportation company in the
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world." Chung t6i muén tr& thanh cong ti van tai duy
nhét trén thé gidi. P6 13 ki niém 100 nim cia ong
Toyota. Ong Toyota la nguoi sang 1ap ra cong ti Toyota
da viét cau dy. Toi nhin thiy 2 chit toi hoi nhot: thir nhét
1a "only company," tirc 1 chung t6i muén tré thanh cong
ti duy nhét. Tuc 1a trong cai tién trinh cua ho, ho mudn
danh dep tat ca cac cong ti khac. Only 14 doc nhat ma.
Chung t6i muén tré thanh cong ti doc nhat. Tht hai 1a
cong ti transportation, khong phai car company nhé,
khong phai xe hoi nhé, ma 1a transportation. Thanh ra t61
nhin va toi ctr cudi cudi. Toi hoi ong chu tich, "Ong oi
ong, cai chuyén 6ng mudn 1a only company thi hoi kiéu
cang mdt chut, nhung 6ng nodi chir transportation nay no
c6 tau bay & trong d6 khong day, hay no 1a xe hoi?" Ong
kia 6ng 4y bao 1a "Anh nghi sao ciing dugc. Nhung ma
tat c4 cac nhan vién trong hang cta t6i s& phai nhiam vao
cai muc dich nay." Do 1a cai muc ti€u cua ho.

Thir hai, the chét lugng t6t nhat c6 thé duoc trén
thé gidi - best quality possible in the world. Ngudi sang
1ap ra cong ti do dé lai cho hau thé, cho dén nay, cau do
van dung nhu thudng. Bao gid ho dat duoc mirc d6 1a cai
chuyén ctua ho, minh khong néi. Nhung cai thir hai ma
to1 khong thich, cling hoi hgm mot ti, only transportation
company, cong ti doc nhat ding vé van tai giao thong.
Nguoi chi ho nham cai d6, ma cac nhan vién trong hing
ciing nhdm céi d6. Va thir hai 1a the best quality possible.
Thanh ra cac anh cac chi nhin thdy chat luong cua ho rat
1a cao. Cai thtr hai trong cach to chirc ciia ho thi minh
néu cai cach gi d6 roi minh 1am co6 chat lugng. Do 1a i
do tai sao ho 1am ra chat luong tot. Tt hon nhiing nguoi
khac. Va bay gio vuot qua cad General Motors, vugt qua
ca Chevelet. Du am thi n6 con. Dat hai cai xe Lexus va

72



.. canh nhau, xe ... thua xa lic xa lo, thua rat 1a xa, toi
no6i thang 1a nhu vay.

Cai ciu nay cua ho viét bang tiéng Anh, dtc chir
treo ngay trude cira. Thrc 13 su ghé gém cua ho, ho viét
cai cau do6 tir mot traim nam vé trude. Nguoi sang lap ra
cong ti do, viét cau d6 ra. Thé con vé sau cai chuyén ho
c6 lam duoc hay khong 1a chuyén khac. Nhung ma tom
lai, t6i thi toi nhin chit only, t6i bao thé nay kiéu cing
qua. To1 hoi chir transportation, anh no6i anh lam xe hoi,
anh c6 1am tiu bay khong ddy. Ong iy cuoi cudi ong 4y
bdo "Anh nghi sao cling dugc." What do you think?
Khéng noi ra.

Khi ma sang tham V1eng cong ti Toyota, mlnh sang
minh 1am viéc voi ho, thdy ho cai bang d6 gin ¢ tong
hanh dinh ctia hg, ngay trudc ctra van phong 6ng chu
tich. Toi thay c6 hai chir toi khong thich. Thir nhét 1a chir
only, tirc 1a c6 nghia thanh toan nguoi khac. Toi 1a nguoi
duy nhat nhin v6 cai d6 vi d6 1a sy kiéu cang. Nhung ma
kiéu cing thi cling dugc. Nhung ma minh hoi lo ngai vé
chit transportation, nhu vay c6 nghia 1a dng cling dinh
1am tau bay. Ma néu 6ng dinh 1am tau bay thi c6 thé ong
ay vuot qua mdt minh, minh cling mét. Nhung t61 nghi
rang néu ong Ay c6 1am tau bay thi cling phai nim chuc
nam nira. Lic d6 thi chic minh phai di lam cai khac.
Minh nghi nhu vy nén minh cudi cudi ma hoi "Ong néi
6ng lam transportation éng c6 nghi rang 6ng s& lam tau
bay hay chi xe hoi hay lam cai gi khac?" Hang lam tau
bay minh biét roi, nhung ong con cai gi khac khong. Ong
ay cu cuol cudi, bao rang "Anh mudn nghi sao cling
dugc." Thi noi vay thoi.
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T6i chi ndi qua vé van dé ngudi kiém soat chat
lugng. Cach lam vi€c trong hang do, nguoi quan li cao
nhét 1a nguoi quan i chit luong. Lwong cia nhén vién
quan li chat luong rat 1a cao, uy tin cta ho rat 1a cao, cho
nén chat luong cao. Thanh ra t6i dén lac do toi rut
xubng, thanh ra khi t6i di thim cac cong ti khac, toi
mudn biét lwong cua ngudi quan li chit luong 1a bao
nhiéu, chirc vu cua ho trong cong ti 1a nhu thé nao. Thi
du, t6i 1dy mot thi du nita. Bay gid t6i toi thim mot cong
ti phﬁn mém ma ho bao nguoi quan li chét luong 1a mot
anh méi ra truong, chua biét gi ca, khong co kinh
nghiém gi ca, thi rd rang chat luong dbi véi ngudi chir
cong ti do 1a khong quan trong. Khong cé nghia la ho
khong co, nhung ma khong quan trong. Mot anh llmng
thap nhat, dia vi thip nhat khong c6 y nghia gi cd, thi noi
ai nghe, ding khong a. Do d6 v6i ching ta van dé 1a dia
vi. O bén Mi nay dia vi 1a do ) lvong, nhiém vy cang
cao thi lwong cang nhidu. Do d6 nd héi cii luong cta
nhau dé xem dija vi cua anh cao hay thép. Chtrc vi thi no
mo hd, éng nao ciing xung chirc vi rat 1én, nhung ma
thue sy ngudi ta o quyén hay khong. Cai d6 di cung véi
s6 lwong ctia ngudi ta. N6 ¢6 tiéu chuan vé luong.

Nhung doi khi luong khong theo tiéu chuan. Poi
khi con 6ng chau cha thi lvong 16n, ho hang xa xo61 thi
lwvong nho. Luong cua cac cdp dudi thi cong bd chuén.
Thi du mot sinh vién mdi ra trudng thi thi du luong nam
chuc ngan dén bay chuc ngan. Luong cu thé trong cai
gii han 13 bao nhiéu thi minh khong biét, nhung ma c6
cai chuan thu nhap né 1a nhu vay. Ho cho con sd nhu
vy, nhung ma bit dau tir giam ddc tro 1én thi con sb
phai noi 10 ra. Nhan vién ¢ dudi, ki su & dudi ca tram ca
ngan nguoi, t6t nhat néu chirc vu cua anh 1a ki su, anh

74



chi & trong cai muc d6 thdi, sdu chuc ngan bay chuc
ngan gi d6 minh khong biét. Nhung ma giita hai con sb
d6, luong anh chi ¢ d6, anh khong thé vuot qua cai do
duogc. Nhung ma khi anh Ién ngudi quan i thi cling vay,
khoang cach nhu vay. Nguoi quan 1i 1a tdm chuc ngan
td1 mot tram ngan, thi du nhu vay. Nhung ma khi anh Ién
dén muc goi 13 cao nhat, diéu hanh, dong luong cong bd
rat rd rét. Ngoai ra, ngoai dong luong thi ¢ nhing cai
ma minh goi la béng 1oc, phu cép, lwong trach nhi¢m,
phai ké khai ra hét. C6 phan duoc bao nhiéu ciing phai
dugc cong bd hét. Bén nay no rat rd rét ting dong ting
cic mot.

Thi du t61 ndi cho no6 vui. Téi hay dua néi véi moi
ngudi rang "Anh c6 biét 1a luong cac anh cac chi hon
lwong Bill Gates khong a?" Anh c6 biét khong? Luong
cac anh cac chi hon luong cua Bill Gates, luong c6 1
déng moét nam a. Luong Bill Gates mot dong mot nim
nhung ma c6 phan cia Bill Gates tai Microsoft 1a 80
phan trim. Bill Gates n6 than mdi 1an thi truong ching
khoan roi xuéng mot diém hai diém 1a t6i mat may tram
triéu do la. Luong c6 1 dong thoi. Luong cua Bill Gates
tai Microsoft 1a 1 d6 la mot nam. Nhung ma ngoai ra toi
khong biét c6 bao nhiéu c¢6 phan. Cho nén toi noi dua tat
ca cac anh cac chi ngdi ddy chic chan tat ca déu hon
lwong Bill Gates. Nhung ma cb phan thi khéng bang. Co
dung khong a. Warren Buffett luong c6 100 ngan mot
nam. Cai ngudi giau nhat thé gioi, luong 6ng ay c6 mot
traim ngan, nhung ma c6 phan cia Ong ay thi khung
khiép. Thanh ra nh1eu _nguoi bao rang lwong mot trim
ngan nhung ma c¢6 phan thi bac ti. Nhung ma ho phai
cong bd, nhing nguoi d6 ho phai cong bd. Nhan vién
dudi trong tat ca cac cong ti & bén nay, nhan vién tir cai
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muc nd goi la director trd xuéng, minh goi 1a linh, nd
cho mdt cai mirc, nhung ma 1én trén mac d6, mac quan,
1a phai cong bd hét. Thanh ra nhimg ngudi cao cia cong
ti, déng lvong bao nhiéu, dugc bonus bao nhiéu, dugc
thuong bao nhiéu va tién thué bao nhiéu déu phai cong
bd hét, rat rd rét.

Cdu héi: Nguoi c6 c¢é phan cé phdai dong thué
khong?

C6 phan anh chua chuyén thanh tién thi khong phai
dong thué. C6 phﬁn ma anh chuyén thanh tién thi phai
dong thué. Co6 phan chi la to gidy thoi. Khi anh chua
chuyén thanh tlen anh con nam dé, thi du Bill Gates
hién c6 1 triéu c6 phan ciia Microsfot, ong ay khong phai
dong thué. Nhung ma khi anh ban ra thi truong thi phai
tinh thué. No6i cho vui, & Mi c6 mdt tong thong chua bao
gio dong thué. Luong tong thong 1a hai trim ngan, 6ng
ay cung cho tir thién 199 ngan, 6ng chi gitr 1 ngan thoi.
Thi khong phai dong thué. Pay 1a mot ngan mot nam.
Nhung ma tong thdng thi con ¢ nhitng cai khac, day 1a
cau chuyén noi cho n6 vui. Cé nhitng nguoi ho lam viée
c6 qui den qui d6 gi d6 minh khong biét. Ho ¢ nhiing
cach thirc khac minh khong biét. Nudc nio ciing vay.

Bén Nhat c¢6 van dé hoi khac 1a lwong 6ng thi it
lwong ba thi nhiéu. Ttc 13 vo cta nhitng 6ng chu xi
nghiép, duoc mot chirc khac, support psycho, hd tro tim
i, luong rat 1a 16n. Vi néu 6ng chii hing ma lwong thap
thi tat ca nhan vién trong hang luong thap hét. Co ding
khong a? Nhung ba chu thi khong dinh dang gi t6i nhan
vién ca. Ong chu 6ng ay cho ba vo cai chic 1a ba dy
supports t6i vé& tam 1i. Trong mot cong ti khong 16 khong
nguoi nao lam vi¢c do dugc. o 1a cai duong 161 va
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chién thuat c6 tac dung nhu vay. Day 1a noi vui, anh chi
cong ti, lwong anh c¢6 100 ngan d6 la thi sbng lam sao.
Khoéng luong t61 100 ngan nhung vg toi lwong c6 mot
triéu thoi. Vay ba vo lam chire gi khong? Khong vo toi
lam psychology supporting. T6i lam viéc rdi vé nha ba
ay lo cho toi.

Béy gid chiing ta tiép tuc lai. Li do cua cac bao cdo
khong chinh xac. Thir nhat, minh bt nd béo cio ma
minh khong xem bao cdo. Néu minh khéng xem bao céo,
thr:ing d6 bao céo 1én mét 1an, hai 1an, ba 1an, ddm ra nd
bao "Lam bao cdo 1am chi." T6i ké mot chuyén vui. Cau
chuyén trong doi hdéi mai di lam, méi bat dau di lam
quan li du an. Co cai anh chuyén mén di thu luom tin tire
dé bao cao. Tuan nao dau thang anh ay ciing goi phon
xubng, "Thé nao, anh bao cao con s6 voi t61." Minh rat
chiu khé minh xuéng minh do, hom nay thé nay hom nay
thé kia. Minh chju kh6 minh xem. Du thang nao anh ta
cling goi. Co thang t61 khong lay. Khong biét con s0 ra
lam sao c4. Anh ta goi xudng, "The nao, con s defect
rate clia anh 13 bao nhiéu?" Chét rdi, thang nay minh
khong biét. Minh ngdi minh nghi nghi, n6 thi n6 ngdi &
van phong ong vice president no goi xudng. Minh m&i
nghi, thang trude con s6 12 s6 6 thi phai. "Phai rdi, thang
trude anh 14 con sd 6, 1an nay 1a bao nhiéu?" "Lan nay s6
3." "Thanh you," cup phon. Minh nghi gian di, no cha
hoi gi ca, minh héi tudn trude no clng noi vay, ok.
Thang sau nd goi, minh noi bira, "sé 4," nod ciing chang
no6i nang gi, cup phoén. Minh ngdi minh nghi, thing 4y
lam céi gi day. Sau nay minh lén mot anh ban cling lam
quan li. Toi bao t6i do, anh 4y bao "May do lam cai gi?
Thang 4y chi bao cao, co ai doc dau." Gan 2 nim sau
mdi 1an goi phon, t6i bao, "Thang truéc minh néi sb 3,
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bay gio noi s6 4, thang téi minh no6i s6 5, rdi thang t6i
minh tré lai s6 3," né ciing cha hoéi cai gi ca. Khong co
ngudi nao phéan tich hét. Bao céo dé d6 c6 ai doc dau.
Thi minh hoi dau minh 1am chuyén d6 1am chi cho mét
cong cua minh. Minh con bao nhiéu viéc minh lam. Thé
1a tr d6 tro di sudt 2 ndm troi toan bao cdo ldo hét. Ma
minh bao cdo 4o, nhitng nguoi khac bao céo lao, ong
l6n ¢ trén ong iy ciing cha biét. Ciing khong sao ca.
Thang kia v€ sau t6i gap t6i héi nod bdo, "Nhiém vu cia
tao dugc tra luong dé lay cac bao cao. Con viéc d6 xong
day 1a nhiém vu ctia ngudi khac. Con tao phai liy bao
c40 cla tui may 1én dé tao lam bao cdo, chir néu khong
thi tao khong c6 viéc. Viéce cua tao chi la bdo cao 1én, ai
lam thé nao thi lam." Minh thiy cong viéc nhu vay thi
minh cling cuoi.

Cho dén khi t6i di qua cong ti khac toi lam hoan
canh khac di. Ma minh quen céi théi bao cdo ldo d6 roi.
Thé sang cong ti kia ciing quan 1i mot cai dy an. Ciing 1a
vui. Hom 4y cac nhan vién né lam, cha biét cai tay kia
n6 lam ra sao. Hom d6 trén vin phong goi xudng, t6i cho
ngay mot con s6. Mudi lam phut sau c6 1énh goi toi 1én.
"Anh 1am thé ndo, t6i v& cai dd hinh no léch thé nay.
Anh giai thich tai sao né 1éch thé nay di. RS rang cai
khép day nay, anh thay khong, con sd no chay déu din
thé nay, tw nhién no léch ra bén ngoai. Anh giai thich
di." Minh dting ma md hoi chay rong rong, minh ndi bay
n6 biét ngay, pho chu tich né biét lién. "Pay nay, xac
suat 1 rang nhu thé nay, cén trén day, can dudi day, con
sO ctia anh 1am léch thé nay, anh giai thich di." Minh
dung gii dau gii tai biét noi lam sao day? "Toi ciing
khong hiéu lam sao né Iéch thé." "Anh lam quan li du
an, anh phai theo doi con sb nay chir. Ty nhién con sé n6
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léch thé nay thi anh phai biét li do tai sao. Anh phai giai
thich cai i do. T6i khong néi con sb sai con sb dung. Li
do. Giai thich di." Thi khong giai thich duoc. Ong kia
ong 4y cling nhin minh, minh ciing méi vé, éng iy cudi
cudi cuoi, blet chic thang nay luu manh néi bay. Day la
tam 1i. Ong 4y bao "Anh tré xudng anh coi lai di. Thir
nhét, con sé anh bao céo ¢6 dung khong. Néu no6 ding,
giai thich li do tai sao." T61 chay xudng toi hoi nhéan vién
hoa ra con s6 khac. Thé bay gio khong biét minh tra 10
lam sao day. Trot noi dbi roi thi phai lam sao day? Sau
khi minh tim hiéu moi sy roi thi minh danh 1én minh tha
that. C6 hai cach, m¢t 1a minh néi déi, minh néi déi, no
van, minh néi dbi nira, nd vin nita, trude sau thé nao
ciing 10i ra thoi, toi ndi that. Toi 1én t6i gap ong dy bao,
"HOm qua hom kia anh goi t61, t6i voi qua toi ndi béy
Bay gio con s6 1a nhu thé nay, t6i giai thich 1a thé nay."
Ong 4y ngoi ong ay bao, "Tao biét ma. Tao theo ddi no
hang thang rdi, con s né xé& xich thé nay thoi, ty nhién
n6 nhay 1én. N6 khong c6 li do gi dé ma nhay 1én thé trir
phi co chuyén gi do xay ra ghé gom lam Ma cong ti moi
chuyén dleu hoa thi khong thé con s 1a vay. Tao theo
ddi hang tuan mot, con s6 nay la qua di. Tao doan 1a may
méi vo 1am chic may noi bay." Minh 1én minh thd toi
trude. Ong ay bao "Khong sao ca. Anh 1én thé nay rat
hay." Téi 1én, t6i hoc dugc diéu nay. To6i bao "A thi ra
6ng giam ddc 6ng ay theo ddi." Ma ong 4y theo ddi thi
minh khong dam lam ldo. D6 1a kinh nghiém, vé sau toi
1én chuc gidam ddc, t6i cling lam y nhu vay. Toi chia sé
v61 cac anh chi céi kinh nghiém nay.

Cai chuyén lam viéc minh chi co6 thé thich ung véi
hoan canh, chuyén n6 xdy ra minh chi c6 thé giai quyét
dugc van dé khi minh c6 day du dir kién. Tuc 1a minh
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phai luén ludn cin do. Ma can do dén dau thi phai theo
ddi dén diy. V& cai dd hinh nd khdp nd chay thé nao
day, 1én xubng ra sao minh phai theo di. Ludn ludn tdi
c6 cai phuong phap goi 13 xac sudt. No ¢ cai can trén,
can dudi, nam trong gidi han do thi khong sao. Thi du
minh bao "Tbi giao cong viée cho anh ay 1am trong vong
1 nam. Mdi mot thang anh ay bao cdo. Mdi mot thang toi
di ntra ngay, hut mdt ngay, 3 gio 5 gio khong sao ca.
Anh hut mot hai gi¢ thi khong phai lo. Trong pham vi d6
4 tleng dong hé thi khong dé y dén. N6 ra ngoai 4 tiéng
dong ho, no ra ngoai 1 ngay thi phai dé y dén. Ma né ra
ngoai 1 tuan thi phai diéu chinh. N6 ¢6 phuong phap 1am
viéc nhu vay. Khi minh theo ddi nhitng céi do thi khong
bao gido cong viéc n6 cham dugc. P6 1a phuong phap
lam viéc toi ap dung tdi da. Cho dén timg gio, hang ngay
hang thang t6i van ap dung phuong phap d6. Tuc 1a khi
n6é nam trong pham vi minh kiém soat duoc, thi khong
dé y dén. Ma khi n6 budc ra khoi, mic du chi léch di 1
con sb thoi, minh phai hoi ngay li do n6 1am sao. Mot
ngudi quan li phai dua vao chd do.

Ttc 1a khi minh dé 1én trén rdi, minh & dudi chim
cai du an, thi dé biét 1am thé nao tit ca cac anh phai béo
céo Ién cho t6i xem. N6 thanh cai dashboard, xem cai
ddéng hd nd chay thé nao. N6 chon loc ra sao. Néu no
chay dung mutrc nhu vy thi minh ctr dé yén khong can
hoi. N6 1an ra ngoai 1a phai hoi ngay. Khi minh bat dau
minh héi 1 nhan vién phia dudi bat dau bdi rdi néu bao
cdo lao. Khong hoi con s6 tai sao nd nhu vay. Minh héi
1a "Con s nay hinh nhu n6 hoi léch. Anh giai thich li do,
rationale, explanation. Khi d6 n6 biét 14 minh biét viéc,
1an sau khong ai bao cio l40. Chi hoi 2 1an khong ai dam
bao cao lao. Déy la cach lam viéc cua toi. Cac anh chi
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con thac mac gi vé céi nay nira khong a? Hom nay céac
anh chi nam virng CMMI chua?
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2. Cai tién qui trinh cta té chirc

Qui trinh 1a gi?

Qui trinh 1a mét trinh tu c6 t6 chirc cac hoat dong
dé hoan thanh cdi gi ¢6. Chang han: Dy an phan mém.
Trong trudng hop nay, du an 1a viéc ap dung tai nguyén
vao qui trinh d6. Tai nguyén 1a con nguoi, cong cu va ki
thuat ma ban ap dung khi tuan theo qui trinh. Thuat nglx
“con nguoi” cling chi ra ki nang va kinh nghiém cua
thanh vién t6. Trinh tu 13 trat tu theo d6 moi su duoc
hoan thanh. Thuat nglr “trat tu” nghia la ban phai tuin
theo nd "timg budc mot" twong e theo qui tic. Chang
han, ban phai hiéu yéu ciu trudc khi bat dau thiét ké; chi
khi thiét ké dugc hoan thanh thi ban méi c6 thé bét dau
viét ma v.v.

Qui trinh dugc dai dién boi ba yéu to:
1. Hiéu qua: Mbi quan hé gilta viéc diung tai
nguyén va két qua dugc hoan thanh.
2. Thoi gian chu ki: "Tdc do" cua qui trinh, ttc 1a,
thoi gian can dé hoan thanh mot qui trinh.
3. Va Chat luong: Chat luong ctia qui trinh nhur
duoc xac dinh boi1 nguodi dung nhu dép tng yéu
cau, khong c6 161 v.v.
T6 hop ciia ba yéu t6 nay xac dinh ra ning lyc cia
to hay t6 chure. Cai tién lién tuc 1a viéc thay d6i hay nang
cap tur nang luc muc thap hon 1€n nang lyc muc cao hon.
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Khéng co dao tao dung, nguoi phat trién phan
mém s& lam bat ki cai gi ho mudn chi dé lam cho cong
viéc cua ho dugc thuc hién. Vi phat trién phén mém 1
hoat dong "lam viéc theo td," khong phai la hoat dong ca
nhan, diéu quan trong 1a moi thanh vién td déu tuan theo
nhimg qui tac nao d6 nhu tuan theo "Qui trinh duoc xac
dinh" cho du 4n d6. Nguoi quan li dg an phai nhan dién
"Qui trinh dugc xé4c dinh" trong ban ké hoach du an va
giam sat cac hoat dong dé dam bao rang cac thanh vién
td tuan theo n6 dé co duge két qua mong muén nhu hiéu
qua, chat luong va toc do.

Mot trong nhitng van dé chinh trong dao tao khoa
hoc may tinh 1a sinh vién c6 xu hudng lam viéc co 1ap.
Pién hinh, timg ngudi duge trao cho mot van dé dé giai
quyét, mot chuong trinh dé viét ma, va timg ngudoi duoc
cho diém twong tmg theo thanh tich c4 nhan. Khi sinh
vién di lam, timg nguoi s& tiép tuc lam bat ki cai gi ¢6
thé dé lam cho viéc lam cua ho dugc thuc hién, giong
nhu khi ho con trong truong. Khong c6 hiéu biét vé lam
viéc to bang viéc tuan theo qui trinh, nhiéu dy an s&
khong chuyén giao duoc phan mém cho khach hang
trong lich biéu va co chat lugng. Nhiéu dy 4n thuong
cham va c6 chat luong kém. Ching that bai vi thiéu sy
phdi hop va lam viéc to diéu cho phép cac thanh vién t6
lam viéc cung nhau. Ching that bai vi mot sb thanh vién
vOi vang viét md ma khong thuc sy hiéu cac yéu cau.
Chung that bai vi c6 qua nhiéu thay ddi trong du an diéu
thuong t6i tré va khong ¢ qui trinh giai quyét thay doi.
Chung that bai vi nguoi quan 1i du 4n khong biét cach
lap ké hoach, t6 chirc hay uéc luong thoi gian, lich biéu
va nd luc duogc can dé hoan thanh duy 4n.
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Qui trinh dugc xac dinh la ban 10 trinh cho du an.
N6 yéu cau cac thanh vién to tuan theo "con dudng" timg
budc mot. Tung budc phai c6 vai trdo va trach nhiém
dugc xac dinh 13 rang cho ting thanh vién t6. Khi thay
ddi xay ra, ban 19 trinh nhan dién rd rang ai lam cai gi dé
cho to ¢6 thé lam cho cong viéc cua ho dugc thuc hién
c6 hiéu qua, chét lugng va dap ung lich biéu du an (téc
do).

Qui trinh phan mém-1

Mot sai lam thong thuong trong nhiing ngudi hanh
nghé phan mém 1a 0 chd phat trién phan mém chi 1a lap
trinh. Khi ho nghi vé lap trinh, ho nghi t6i cac ngdn ngit
nhu C, C++, Java v.v. va chung nao ho con co thé viét
mi trong cac ngdn ngit d6, ho c6 thé lam phan mém.
Thuec ra, 1ap trinh chi 1a mot phan nho cia qui trinh phat
trién phan mém. C6 nhiu diéu phai dugc thyc hién
trude khi viée 1ap trinh 6 thé xay ra.

Qui trinh cua viéc phat trién phin mém bao gdm
nhiéu budc. Tong ciia moi budc duoc goi 1a vong doi
phat trién phan mém. Co nhiéu vong doi phat trién phan
mém nhu md hinh thac d6, mé hinh x0ay bc, mo hinh
dua ra ting dan v.v. Tuy nhién, tat ca cdc mo hinh nay
déu bao gdbm nam qui trinh co ban tao nén vong doi phan
mém: Yéu cau, Thiét ké, Thyc hién (viét ma), Tich hop
& kiém thtr, va Béo tri,

Qui trinh yéu cau: Dién hinh, t6 dy 4n nhan dugc
dac ta yéu cau tir khach hang. T kiém diém, phan tich
cac yéu cau nay roi gip gd khach hang dé thao luan va
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lam hop thirc cac yéu cu nay. Ngudi quan i du 4n va
mot sb thanh vién then chét phai dung mot s6 ki thuat dé
danh gia "nhu cau thuc" cua khach hang. Sai 1dm thong
thudng trong cac sinh vién 1a coi dic ta yéu cau 1a du tdt
dé bit dau dyu 4n cho nén ho khong hoc phan tich va
thim tra cac yéu cdu ndy. Thuc ra, phan 16n cac dic ta
yéu cau do khach hang viét déu khong t6t. Phan 16n c6
nhiéu yéu cau xung dot hay thiéu va khong biéu thi "nhu
cau thuc" cua khach hang. Nhiéu yéu cau chi 1a "uGc
mudn" chir khong phai 13 "nhu cau" va mot s6 tham chi
da ap dat giai phap cho nguoi phat trién. Do 1a 1i do tai
sao to du an phai phan tich, kiém diém va lam hop thie
chiung v6i khach hang trude khi du an c6 thé bat dau.
Neu qui trinh yéu cau khong dugc thyc hién ding, phan
mém cudi cing co thé khong hitu dung cho khach hang
hay khong dap img nhu céu cuia ho.

Dic ta yéu cau duge khach hang viét thuong phan
anh cai nhin cia nguoi dung. T6 du an phai phén tich va
hiéu nhu cau cta ngudi ding, cach né s& dugc dung, va
bién ddi chung thanh cai nhin ctia nguoi phét trién, noi
ho c6 thé thuc hién. Néu yéu cau khong duoc xac dinh rd
vi khach hang co6 thé khong biét didu ho thuc sy mudn,
t6 du an c6 thé phai dung ki thuat nhu lam ban mau
nhanh theo d6 mot "ban mau" don glan duo’c xay dung
mo phong chirc ning cta phan mem cubi cung dugc
mong doi. Bing viéc dung "ban mau" nay dé trinh dién
cho khach hang, td du an co thé thao luan chi tiét voi
khach hang dé hiéu cac san phim cudi cung s& duoc
ding va xac dinh "yéu cau thuc.” Qui trinh yéu cau duoc
hoan tat khi ban dic ta yéu ciu phan mém duoc chuyén
day du sang cach nhin cua nguoi phat trién dé cho t6 du
an c6 thé chuyén sang pha tiép. (Luu y: T6 dy an cang
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deé nhiéu no lyc vao qui trinh nay, cac yéu cau sé cang it
c6 kha nang thay doéi va co héi cho du an phan mém dat
to1 sy thoa man cua khach hang 1a cao.)

Qui trinh thiét ké: Trong qui trinh nay, t6 du an
quyét dinh "cach" ho s& xdy dyng san phdm phdn mém
dé cho no dap tmg cac dic ta duoc chip thuan. Thong
thudng qui trinh thiét ké trai qua vai budc tir mic cao
(kién trac) t6i cac muc thip hon (thiét ké chi tiét). Tai
mure kién trac, cac yéu cau duoc to chirc thanh céac kiéu
hay céch nhin khac nhau. Cach nhin 1a biéu dién cua tap
cac cau phan hé thong va m01 quan h¢ gilta ching. Day
1a chd céu phan phan ctng, cAu phan phan mém va cau
phan giao dién dugc nhan dién va duge té chic vé cach
ching s& dugc thyc hién. Qui trinh nay duoc goi la "lam
min dan" (ting budc ‘mot) vi n6 cho phép t6 du an quan
li do perc tap cua phan mém. Bit dau ¢ muc cao tai tAng
ciu phan, t6 du 4n co thé phan rd chirc ning thanh céc
nhiém vu dac biét hon ¢ cau Iénh ngdn ngir 14p trinh. Khi
thiét ké dugc hoan tat, né duoc ghi lai trong tai liéu dac
ta thiét ké. (Luu y: T6 du an cang dé nhiéu nd luc vao
qui trinh nay, san pham cudi cung s€ cang tré nén co
chat lugng cao hon va ciu trac tt hon. Cac thudc tinh
nao d6 nhu tinh hiéu nang, tinh doi qui mo, tinh bao tri
v.v dugc nhén dién trong qui trinh thiét ké)

‘Qui trinh thyc hién (viét ma): Trong qui trinh
nay, t6 du 4n bét dau Vlet ma ctia phan mém dua trén cdu
phan thiét ké. Phan mém duoc chia thanh cac don vi tach
roi duge goi 1a md dun dé giai quyét do phic tap cua qui
trinh 1ap trinh. T phai thyc hién nhiing mé dun nay
turong ng theo chudn va thi tuc viét ma. Thanh vién t6
cling chiu trach nhi¢m cho lam tai li¢u ding mo ta cho
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mé cta ho va cho kiém thir ma dé dam bao tinh ding
dan.

Thanh vién t6 phai kiém thir cong viéc riéng cua
ho dé chdc chung lam viéc tot (kiém thir don vi) trude
khi trao chung cho qui trinh tlep (Luu y: Qui trinh nay
khong yéu cau nhiéu nd luc néu cac qui trinh trudc d6
duogc thuc hién dang. Viét ma thuong chi 1a thuc hién
cua thiét ké chi tiét. Néu thiét ké dugc lam tt, dy an
khong bao gio co van dé véi viét ma.)

Qui trinh tich hep & kiém thir: Trong qui trinh
nay, to du an 1am hop thirc va tham tra rang phan mém
dap mg yéu cdu va lam viéc nhu mong doi. Vi cac mé
dun d3 dugc phat trién tach biét, kiém thir 1a rit quan
trong dé chic rang chung tit ca déu cung lam viéc véi
nhau nhu d3 1ap ké hoach. Ngay ca voi thiét ké tét, su
khong twong hop gilta cic md dun cd thé xay ra va
ching can duoc nhan dién va stra dé 1am day du viéc tich
hop khi moi mé dun riéng dugc t6 hop dé tao nén san
pham phan mém tich hop. C6 mét sb kiém thir phai duoc
thuc hién nhu kiém thtr chirc nang, kiém thir hé théng,
kiém thir tich hop, kiém thir hiéu ning, kiém thir an ninh
v.v. (Luu y: Véi du an nho, t6 dy an tién hanh tat ca
nhitng kiém thir nay. Véi dy an 16n hon, thuong co t6
kiém thir doc 1ap sé tién hanh cac kiém thir nay. Moi
kiém thir déu phai dugc 1ap ké hoach, to chuc va cac
truong hop kiém thir phai dugc kiém diém va chap thuan
trude khi viée kiém thir c6 thé duoc thyc hién.)

Sau khi tit ca kiém thir dwoc hoan tt thanh cong
t6 dy 4an chuyén giao phin mém cho khach hang.
Thudng khach hang s& tién hanh kiém thtr chap nhan
trén phan mém dé xac dinh liéu n6 c6 dap g dic ta yéu
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cau hay khong, diéu ca hai bén di dong khi trong qui
trinh yéu cau. Néu phﬁn mém dugc chép nhén, n6 dugc
cai dat va dung bdi khach hang.

Qui trinh bao tri: Phin 16n c4c san pham phan
mém 1a khong tinh tai ma s€ thay dbi. Trong bao tri, t6
dur an tiép tuc cung cép hd tro bang viée stra 16i (néu cb),
thém chirc ning moi, thay d6i phan mém duogc dung cho
nén mai, hay thich nghi phdn mém véi céng nghé méi.
Mic dau nhiéu sinh vién tin rang dy 4n hoan thanh
chuyén giao cho khach hang, cong viéc t6 dang phai
xong, nhung trong thyc té, moi san pham phan mém déu
tién hod qua thoi gian dé dap ung nhu ciu thay ddi coa
khach hang. Béo tri ¢6 1& 14 qui trinh 14u nhét trong vong
doi phét trién phan mém, né c6 thé kéo dai vai nim sau
khi phan mém dugc chuyén giao cho khach hang.

Néu ban hiéu qui trinh phét trién phan mém nay,
ban c6 thé ap dung n6 cho bat ki mé hinh nao nhu thac
d6i, gia ting hay xoay oc tuy theo kiéu dy an ban dang
dung.

Qui trinh phan mém-2

T61 nhan duge mot email ma nguoi guri hoi: “Khac
biét gitra qui trinh phidn mém va qui trinh dwgc xac dinh
la gi? Khac bié¢t gilr qui trinh dugc xac dinh va qui trinh
ca nhan la gi?"

Theo dinh nghia, “Qui trinh phén mém” 14 trinh tu
cac budc ma ngudi ki su phan mém PHAI TUAN THEO
dé 1am cong viéc ctia minh (cai gi va cai gi tiép) nhung
KHONG xac dinh cach 1am no. Ching han ban phai thiét

88



ké true viét ma va viét ma trude kiém thir. N6 KHONG
cho ban biét cach thiét ké hay cach viét ma.

“Qui trinh dugc xac dinh” 1a trinh ty cac budc da
dugc lam tai lisu PUOC YEU CAU boi mot cong ti
trong thuc hién mét viée lam. Chéng han cong ti yéu cau
moi ngudi phan mém phai tuan theo vong doi thac dd va
moi kT su phai bét dau du an bang yéu cau trude khi thiét
ké va thiét ké trude Vlet mi v.v. Néu ban bo qua trinh tir
nay va bat dau voi viét ma thi ban vi pham qui trinh
dugc xéc dinh cua cong ti. Qui trinh dugc xac dinh cung
cap cho ki su phan mém trinh tu cac bude cho moi cong
viéc ma ngudi phdn mém phai tudn theo nhu lap ké
hoach, theo ddi, va quan li moi cong viéc phan mém mot
cach dung dan va ddy du. Bang viéc tudn theo qui trinh
duogc xac dinh, nguoi ki su phan mém biét cai gi can lam
va céi gi can lam tiép d6. Ngudi ki su phan mém ciing c¢6
thé do cong viéc ciia minh, theo ddi tién do ciia minh
theo muc dich du 4n dé chic chin rang ngudi d6 dang
lam no ‘tuong tmg voi1 nguoi khac trong du an nén ho co
thé ph01 hop cong viéc cia minh dé tao ra san pham
phan mém twong Gmg.

“Qui trinh c4 nhan” la trinh tu dugc CHI TIET
HOA cac budc hudng dan cho ngudi ki su phan mém
lam cong viéc RIENG ctia nguoi d6. N6 thuong duya trén
qui trinh da duoc thiét 1ap nhu Qui trinh dugc xac dinh
nhung dugec SUA DOI tuong tng véi kinh nghiém ca
nhan riéng ctia ngudi d6. Qui trinh ca nhan cung cip cho
cac ca nhan khuon khd dé cai tién cong viéc cua ho va dé
nhit quan 1am cong viéc chat luong cao. Ngudi ki su
phin mém TAO RA qui trinh chi tiét RIENG CUA
MINH dua trén dir liéu ngudi d6 thu thap (do) va lam
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diéu chinh twong tng. Day 1a cach RIENG cua ngudi d6
tuan theo "Qui trinh dugc xac dinh." Chéng han néu
nguoi d6 di theo qui trinh phin mém ca nhan riéng cia
minh va thiy né tao ra nhiéu 18i hon thi ngudi dé phai
thay d6i n6 cho t6i khi n6é cho nguoi d6 san pham chat
lwong tot hon.

Qui trinh phdt trién phin mém

Nhiéu sinh vién dugc dao tao t6t trong viét ma vi
da sb thoi gian cua ho ¢ dai hoc tap trung vao viét ma
nhung it tap trung vao qui trinh phat trién phan mém.
Mot s6 sinh vién coi phat trién phan mém 13 cong viéc ca
nhan vi ho thuong nhén dugc phan cong ca nhan diéu
m01 nguoi phai lam va phan 16n nhiém vu duoc phan l1a
vé Vlet ma. Khi ho di 1am nhiéu nguoi c6 xu hudng bat
dau viét ma ngay lap tic sau khi nhan dugc phan cong
ma khong hiéu diy da van dé. Vi yéu cau thuong xuyén
thay d6i va ho phai sira ma cta minh, ho thuong pham
sai 1am can stra. Chung cang dugc stra, ma cua ho cang
tré nén phuc tap hon. Cubi cung, s& qua kho khong thé
hiéu ndi cau tric ma cua ho va logic cua ho cho kiém thtr
hay bao tri. Néu nguoi phat trién chi viét ma va sira bat
ki cai gi ho mudn thi s& kho ma tich hgp ma cta ho vao
mdt san pham phan mém cd két.

Khi sinh vién dugc dao tao vé qui trinh phat trién
phan mém, ho hiéu rang phat trién khong chi 1a viét ma
ma n6 1a nd luc t6. Trude khi bt dau, to phai co hiéu
biét chung vé vin d& ma ho phai giai quyét, muc dich du
an, hoat dong dy an noi timg thanh vién t6 c6 vai tro va
trach nhiém nao d6 cho cong viéc. Qui trinh phan mém
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1a ban 16 trinh chi ra cho t6 cach phat trién phan mém tir
muc cao téi muc chi tiét. Co6 mot trat tu trinh tu duoc goi1
1a vong doi phat trién noi toan thé qui trinh dwoc phan
chia thanh vai pha va timg pha c6 vai tro, trach nhiém
nao dé cho cac thanh vién to.

Qui trinh phan mém bat dau bang viéc hiéu vain dé
qua viéc thdm tra cac yéu cau véi khach hang. Boi vi
khach hang thuong khong mé ta nhu cau cua ho rd rang
va thudng doi y cta ho, to phai chac diéu khach hang da
d0i hoi 1a diéu ho can. Chi khi cc yéu cau nay dugc thao
luan va x4c nhan, t6 mdi bat dau lam tai liéu chung thanh
dac ta yéu cau phﬁn mém. Béng vi€c tuan theo qui trinh,
t6 hiéu rang nguyén nhan thong thudng nhit cta that bai
du 4n 13 cac yéu cau khong on dinh hay xac dinh kém va
bang viéc ¢ cac yéu cau dugc kiém nghiém day du ho
c6 thé giam bét rui ro cia yéu cau thay ddi. Sau khi
khach hang da chap nhan tai liéu yéu cau, to bat dau thao
luan riéng cia ho dé chic rang moi thanh vién cia to
hiéu vain dé du rd trude khi ho chia dy 4n thanh nhiing
nhiém vu nhé hon ma ho phai lam.

Bf?lng viéc tuan theo qui trinh phﬁn mém, to xac
dinh kién trac cua hé thong qua nhiéu cau phan Cac
thanh vién t6 nhan dién giao dién gitra cac céu phan nay
va thé roi thim tra ring moi cau phan c6 thé duoc doi vét
tré lai cac yéu cau dé cho san pham s& dap tmg nhu cau
cua khach hang. Diéu nay la quan trong boi vi bat ki 15
nao trong kién tric cling co thé tao ra van dé trong viéc
tich hop phan mém trong pha sau. Khi dy an tién tir pha
yéu cau sang pha kién trac, to s& kham pha ra rang co
nhiéu "yéu cau suy dan" ma can duoc thuc hién. Thinh
thoang danh sach cac yéu cau suy dién con nhiéu hon

91



cac yéu cau nguyén gdc vi kién trac su phai xem xét moi
thi nhu hiéu ning, tinh d6i qui mé, tinh dung dugc, va
tinh bao tri ma khach hang mong doi nhung khong doi
hoi. Dua trén kién trac, t6 chon cong cu phan mém ma
ho s& dung dé x@y dung h¢ thong. Bong thoi, cac thanh
vién to c6 thé bat dau tao ra tap cac klem thir don vi dé
duoc ap dung mot khi ho két thuc viét ma. Nhiéu nguoi
phat trién khong nghi vé kiém thir méi cho téi khi ho két
thiic viét ma nhung néu ho bat dau phat trién kiém thir
don vi som trong pha kién trac, ho c¢6 thé tranh duoc
nhiéu sai 1am ma thuong xdy ra trong pha thiét ké. Bang
cach lam viéc trén kiém thtr don vi sém, ho hiéu cac yéu
cau tot hon, diéu gitip cho ho thiét ké san pham tot hon.

Pha thiét ké 13 noi logic ndi bd cia timg cau phan
duogc t6 chirc. Trong pha nay, cac thanh vién to lam viéc
trén chi tiét vé cau trac dir liéu va thuat toan cua timg
cau phan. Trong pha klen trac, hoi ty chinh la vao nhén
dién cac cau phan va mdi quan hé cua nhiing céu phan
nay va cach chung tuong tac 1an nhau. Trong pha thiét
ké, hoi tu la vao thiét ké logic cho tung cau phan trong
nhitng cdu phan nay. Cac thanh vién t6 tuan theo qui
trinh va dung tap cac ki thuat va huéng dan nhu phan
hoach van dé va triru tuong hod. Vi¢c dung trru tugng
hoé cho phép céc thanh vién t6 hoi tu vao mot nhiém vu
mdi lac, khong lo nghi vé chi tiét ciia cac nhiém vy khac.
Khi moi nhi¢m vu déu duogc thyc hién, to phai tuén theo
qui trinh trac nghiém bang viéc ¢6 cudc kiém diém thiét
ké cua tung cau phan. Mot cach dién hinh, nguoi quan li
du 4n, kién trac su hé thong, va dam bao chét lugng phai
tham gia vao kiém diém dé chic réng moi viéc déu duge
thuc hién tuong g theo ké hoach, kién trac hé théng
tong thé, va trong tuan tha theo qui trinh chuén.
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Khi thiét ké duoc thim tra ddy du va chip thuan,
cac thanh vién t c6 thé bat dau pha thuc hién (viét ma).
Nhiéu nguoi thich viét ma ngay nhung néu ho tuan theo
qui trinh, ho phai chon cau trac dit liéu dép ing nhu cau
cta thiét ké; giir cho ciu trac logic don gian nhét c6 thé
dugc; lya chon cac tén bién c6 nghia nhat quan voi
chuan Bing viéc lya cau trac dir lidu trude, roi bat dau
v6i to chirc logic cua cdu trac md ho cé thé tranh duoc
nhiéu sai 1am ‘thuong xay ra trong pha nay. Sau khi hoan
thanh viéc viét ma dau tién, thanh vién to phai tién hanh
budi kiém thao (walkthrough) dé klem diém ma cua ho
dé chic ching tuan theo chudn viét ma va cdu trac cia
chung la nhét quan voi cach dy an dugc t6 chuc va duge
1ap ké hoach. Timng thanh vién t6 phai thuc hién kiém thu
don vi va stra cac 16i di duoc tim ra trudc khi chuyén
sang pha tiép.

Trong pha kiém thtr, cac thanh vién t6 chuyén ma
ctia ho cho to kiém thir. Kiém thtr 1a qua trinh thyc hién
mot chuong trinh véi ¥ dinh tim ra 16i. Kiém thir tot 1a
kiém thir c6 xac suat cao tim ra 16i. Bang viéc tuan theo
qui trinh, thanh vién t6 hiéu rang kiém thir nén duogc 1ap
ké hoach sém trong pha thiét ké va moi kiém thur déu
phai dai vét duoc vé yéu cau ciia khach hang. Viéc kiém
thir phai bat du trong phan nho nhat va tién t6i kiém thir
phan 16n hon va cudi cing tdi toan thé san phiam phan
mém. (Kiém thtr don vi, kiém thir chirc ning, kiém thtr
tich hop, kiém thtr hé thong v.v.)
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Qui trinh cho dw an phdn mém

Tuan trude, mot nguoi ban c6 s¢ hitu mot cong ti
phﬁn mém goi dién thoai cho t6i: “Sau khi lam viéc cho
mot cong ti phdn mém trong sau nim, toi bt dau cong ti
riéng cua t6i. Toi tuyén nhitng sinh vién tot nghiép hang
dau va tra lvong hau cho ho, t61 c6 mot s6 khach hang va
cong ti clia t6i phat trién nhanh chéng. Tuy nhién, hién
thoi ching t0i ¢6 van d& voi 18i nhiéu va truot lich bicu.
Néu nhimg van dé nay tiép tuc, cong ti clia toi s& lam
vao rac roi. La nguoi chu, t0i thuong danh hau hét thoi
gian ctia minh v&i khach hang dé dwa vao viéc kinh
doanh m&i cho nén lam sao t6i co thé sira dugc nhimg
van dé nay va tiép tuc phat trién cong ti cta t6i?"

T6i noi v6i ong ay: “Ong khong thé bo qua cac van
dé bang viéc danh thoi gian cho khach hang va dé moi
ngudi lam viéc ma khong cé gidm sat nao. Viéc stra 16i
yéu cau phan 16n thoi gian ctia ngudi phat trién va c6 18
né 1a 1 do chinh cho viéc trugt lich biéu. Diéu khan thiét
can lam bay gid 1a hoi tu vao viéc tim va sira 16i. Toi
nghi ong can tién hanh kiém diém thuong xuyén hon dé
nhan dién va stra ching sdm nhét ¢ thé dugc. Trong cac
cudc kiém diém nay, ong phai dé moi ngudi phat trién va
ngudi kiém thir téi va biét cach 16i da bi pham phai thé
nao va lam sao stra dugc ching."

Ong ta hoi: “Sao lai moi ngudi? To6i khong dé
nguoi khong lam viéc trong cung du 4n tham du hop
kiém diém dugc. Diéu d6 1a phi thoi gian.”

T6i gidi thich: “Vé can ban, nhitng nguoi phét trién
trong dy an déu c6 kiém diém giira ho dé tim va sira 13i.
Day la nhing 18i 'khong biét" v6i ngudi phat trién khéc,
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nguoi da khong tham dy budi kiém diém va ho co thé
pham phai cing sai 1am 1an nita. Li do cho "kiém diém
danh riéng" 1a nguoi phat trién khong mudn ngudi khac
tim ra 16i ctia ho. Tuy nhién, 12 ngudi chu cong ti, ong
phai coi kiém diém nhu qué trinh hoc tdp cho nén moi
16i duoc tim ra déu 1a co hoi hoc tap. Nguoi phat trién
cang biét nhiéu vé& nguyén nhan cua 18i, cang dé tranh
pham phai chung.

Ong ay dudng nhu thoa man: “Pugc, toi ¢ thé bat
dau bang kiém diém va dé moi nguoi phat trién téi va
hoc. T6i ¢6 thé lam cai gi khac?"

Téi tiép tuc: “Du 4n phan mém dién hinh bit dau
Vi it nguoi, réi khi né tién trién, ong thém ngudi cho
n6. Phan 16n cac mén quan li du 4n bao gio ciing day
cach tiép can dan dan va no c6 tac dung tot véi doanh
nghiép xay dung. Ong chi can vai nha kién tric luc ban
dau nhung khi cac pha kién trac va thiét ké duoc thuc
hién roi, cong ti dem nhiéu cong nhan vao xay dung. Tuy
nhién, voi du 4n phan mém cach tiép can nay khong co
tac dung t6t. S& 1a t6t hon néu 6ng c6 thé bat dau véi day
du c4n bo tir dau."

Ong 4y ngac nhién: “Sao chung t6i can nhidu
ngudi hon ngay tir nhitng pha dau? Diéu d6 sé ton nhidu
tién hon.”

T6i giai thich: “P6 1a 1i do tai sao nhiéu dy an phan
mém c6 van dé. Ong bat dau chi véi it nguoi lam viée
v6i yéu cau cua khach hang va roi ho hiéu diéu gi phai
1am. ROi ho bt du kién trac va thiét ké h¢ thong. Vi ho
lam viéc trén du an tur dau ho hoa hop tét. Khi ong thém
nhiéu nguoi vao dy an vé sau, ngudi méi khong co thoi
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gian dé biét 1an nhau hay hinh thanh cach lam viéc t6
hiéu qua. Xung d6t ca nhan co thé xay ra trong thoi gian
nay. Nguoi moi khong co6 thoi gian hiéu yéu cdu nhung
ho phai thiét ké va viét ma ngay lap ttc."

"Ho c6 thé khong biét cach tich hop cong viéc cua
ho vé6i kién triic hé thong. Ho c6 thé khong hiéu chic
nang chi tiét ciia hé théng nhung ho phai lam cho viéc
ctia minh dugc thuc hién trong lich biéu bi giéi han. bay
1a chd nhiéu sai 1dm bi pham phai. Nguoi méi duoc
mong doi hinh dung ra moi thur theo céch riéng cta ho
trong thoi gian rat ngan. Tat nhién, ho c6 nhitng cau hoi
va ho phai hoi nguoi khac, nhiing nguc‘yi c6 d6 tir lac bat
dau dé gitp. Piéu nay co thé 1am gian doan cong viéc du
an boi vi thoi gian dé day nguodi méi vé du an bao fuly
cling mat 1au hon mong doi, cho nén du an c6 thé bj
cham. Do sirc ép lich biéu, moi nguoi phai voi vang lam
cho viéc ciia minh dugc thyc hién va nhiéu 16i bi pham
phai."

Ong 4y gat dau: “Toi chua bao gio nghi vé didu do,
ong c6 thé ding. C6 nhing van dé gitra nguoi méi va
nguoi cli, ho tranh cai moi lac. Toi can lam gi khac?"

To61 bao 6ng ay: “Vong doi phan mém truyen
thong 1a cach tiép can tuan tu glong nhu day chuyen lap
rap trong cong nghiép. Trude hét, ki su yéu cau lam viéc
v6i khach hang dé lam tai liéu cho tat ca céc yéu cau.
Kién tric su hé thong s€ hinh dung ra cach hé thong lam
viéc dya trén cac yéu cau nay. Thé rdi nguoi phat trién
s& thiét ké va roi viét ma. Tlep d6, nguoi kiém thir s&
kiém thir chung. Sau khi tat ca kiém thir da dwoc hoan
thanh, san pham phan mém dugc dua ra cho khach hang.
Chung ta hiy nhin lai cach tiép can nay. Ki su yéu cau
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chi quan tam tdoi diéu khach hang can va hoi tu vao viéc
lam tai liéu cho chung. Kién tric su ddt moi thir dya trén
tai liéu yéu cau va thiét ké hé thong. Ngudi phat trién hoi
tu phan 16n vao viét mad dua trén thié't.ké. Nguoi kiém
thir khong cham nom téi cach toan thé hé théng duoc
thiét ké ma chi vao cac truong hop kiém tht, noi kiém
xem mé c6 qua duogc kiém thir hay khong. Diéu gi s& xay
ra khi yéu cau sai? Diéu gi s& xay ra néu thiét ké bi thiéu
chirc niang nao d6? DPidu gi s& xdy ra khi ngudi kiém thur
kiém vao cac md ma khong dugc lam tai lidu trong tai
lidu yéu cau? Diéu gi s& xdy ra néu c6 nhiing chirc ning
moi duoc thém vao trong cac phut cudi. Néu ngudi kiém
thir khong biét vé chire ndng mdi, ho khong thé kiém thir
dugc n6. Do 1a 1i do cho cach tiép can kleu day chuyen
lap rép nay thyc sy khong co tac dung t6t voi phan mém.
Vong doi thac d6 1a tot cho giang day, n6 dé hiéu nhung
n6 khong co tac dung t6t trong cong nghiép.

Ban to1 ngan ngai mot chdc: “Do 1a didu chung t6i
van 1am sao? Ong goi ¥ gi dé chung t6i 1am khac di?”

T6i giai thich: “Do6 1a li do tai sao dao tao ki ngh¢
phan mem yéu cau rang cong ti phai xac dinh qui trinh
phat trién tich hgp day di moi thanh vién t6 som nhét co
thé dugc. Qui trinh duwoc xac dinh khong phai 1a mot
hoat dong theo chudi ma 1a tdng dan véi moi vai tro
duogc tich hop day du. N6 rit quan trong dé bat dau véi
day du can bo hay it nhat véi da s6 nguoi lac ban dau.
Nguoi quan 1i du an phai thao luin vé vai tro, trach
nhiém cua timg thanh vién t6 va diéu timg nguoi can lam
dé thanh cong. Pao tao lam viéc theo td luc bat dau sé
tao ra mot sd cac thao ludn, noi cac thanh vién t6 co thé
no6i vé diéu ho can tir nhau. R4i t6 trinh bay nhu cau cia
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ho, quan diém cua ho v6i ngudi quan li dy an. Sau vai
tuan dau trong du an, td co thé di t6i qui trinh ma moi
nguoi déu biét nhiém vu cua ho 1a gi, va cach dé lam
viéc voi chung. Théng tin nay nén dugc lam tai liu nhu
mdt phan cia qui trinh t6 du 4n noi moi nguoi déu biét
wu tién du 4n 1a gi, va cach ra quyét dinh dé thoa man
nhu cu dy an.

Ban t61 hoi: “Sao 6ng can vai tuan dau dé xay dung
dy an? C6 qua nhiéu khong?"

Toi tra 10i: “Lam viéc theo to 1a hoat dong quan
trong nhét trong dy 4n phan mém. Ong khong thé mong
doi rang nhitng nguoi khong biét 1an nhau s& hai hoa véi
nhau trong vai ngay. Ho can thoi gian dé biét 1an nhau va
di to1 qui trinh dugc xac dinh ma moi nguoi s& dong y
tuan theo. Thay vi qui trinh tuan tu, 6ng nén yéu cau to
phat trién mot qui trinh song hanh dé xay dung phan
mém. Chéng han, kién trac su xac dinh kién trac téng thé
clia san pham phan mém, x4c dinh cac tinh ning cho
ting ban dua ra va tién hanh kiém diém ban dau noi moi
thanh vién to can phai tham dy. Pay 1a lic moi ngudi
nén thuc su hoc vé khia canh ki thuét va héi cac cau hoi
néu can. Sau kiém diém ban d4u, nhom nhimng ngudi
phat trién s& bét dau thiét ké ngay 1ap tire khi nhom khéc
lam viéc trén kiém thir hé thong Sau thiét ke t6 phai
tién hanh kiém diém thiét ke cung voi toan t6 va nhom
kiém thir phai chic chan rang kiém thir hé thong cia ho
s& lam viéc tt v6i thiét ké nay. Néu moi su tot lanh, thi
t6 c6 thé bat dau thiét ké chi tiét va thuc hién, dong thoi
nhom kiém thir s& 1am viéc trén viéc phat trién cac kiém
thir chirc ning. Moi pha déu phai c6 kiém diém véi sy
tham dy ctia toan t6 dé chic chian ho phdi hop cac hoat
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dong ciia minh va coéng viéc cua ho dugc tich hop day
du. Bén lac ma dugc viét ra va kiém thir (don vi dugc
kiém thir), moi nguoi s& san sang cho kiém diém ma.
Moi mé déu phai trai qua kiém diém trude khi duge dua
vao hé théng quan 1i cau hinh. Sau khi mi duoc kiém,
ngudi kiém thir s& bat dau kiém va bat ki 16i nao duoc
nhén dién déu phai dugc sua theo qui trinh thay ddi. vé
can ban, moi tht trong du an déu phai tuan theo qui trinh
song hanh duoc xac dinh t6t va nguoi quan 1i du an phai
dung d6 do dé trac nghiém moi thtr. Lich biéu dy 4n nén
duoc doi vét theo woc luong gbe, moi yéu cau déu phai
duoc quan li, cling nhu moi 16i. Béng viéc dé moi nguc‘ri
tham gia s6m va giip xac dinh qui trinh, cac thanh vién
t6 hiéu cong viéc cua ho va nhimng cot mdc chinh. Ho
biét diéu ho cin 1am ting tun va tric nghiém cong viéc
ctia ho 1an nhau. Trong nd luc cdng tac nay, cac thanh
vién to c6 thé luu ¥ khi van dé xuat hién va c6 hanh dong
stra chita thay vi cho doi cho t6i pha sau. Néu t6 tudn
theo qui trinh dugc xac dinh tdt, ho co thé cai tién cach
ho gidi quyét cac 131 va viéc truot lich, va cudi cung moi
du 4n s& duoc cai tién.

Ban t6i néi: “Vay ong nghi lam viéc to va qui trinh
14 nhan t6 mau chdt cho cdi tién dy an a?”

T6i bao ong 4y: “Vang, dit khoat roi. Qui trinh
phan mém c6 thé c6 vé don gian nhung chiing biéu thi
cho thay d6i manh mé& trong cich moi ngudi lam cong
viéc ctia ho. Véi lam viéc theo td, moi nguoi nhan ra
réng cong viéc cua ho la nd luc cong tac noi moi thir déu
phai dugc tich hop. Pay 1a chia khoa cho thanh cong cta
moi cong viéc phat trién, khong ai lam viéc mdt minh.
Véi ki luat ki nghé phdn mém, ho s& biét phai lam gi va
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lam gi tiép. C6 ki luat 12 budc dau tién dé phat trién cong
ti cua ong. Bén canh nhitng qui trinh ki thuat nay, 6ng c6
thé cai tién qui trinh quan 1i ciia 6ng nita. Chirng nao
chua c6 qui trinh phat trién duoc duge xac dinh tot, s&
khé ma biét ai dang lam gi hay ai 1a tot va ai khong tot.
Qui trinh duoc xac dinh tét cho phép ngudi quan li dy an
hiéu cong viéc phat trién va vai trd, trach nhiém cua timg
thanh vién t0. Piéu nay cho ngudi quan 1i co hoi lam
viéc v6i nhitng ngudi c6 cong viéc khong chap chap
nhan dugc, va thuong cho nhitng ngudi hoan thanh cong
viée Xuat sic.

Qui trinh don gian cho dw dan nho

Hom qua, mdt sinh vién da tdt nghi€p vai nam
trudc to1 gdp to6i. Anh ta néi: “Em da di lam cho mot
cong ti phan mém Ién trong vai nim, by gid em mudn
bat dau cong ti riéng cua em. Em c6 du kinh nghiém va
mot s6 tién ma em da tiét kiém trong nhirg nam qua.
Em ciing c6 mot vai nguoi phat trién nguoi sin 10ng 1am
viéc cho em. Em lap ké hoach bat dau cong ti cua em
bang viéc lam cac dy an nho va dan dan phat trién cong
ti. Em can loi khuyén cua thay dé thiét lap qui trinh t6t
dé phat trién phan mém co chat lugng voi chi phi thap
nhéat c6 thé duoc. Vi em chi c6 "vbn gidi han," em khong
mudn phi hoai noéi. Thay nghi diéu d6 co thé duoc thuc
hién khong?”

Sau khi suy nghi mét chdc, t6i bao anh ta: “Piéu
t6t 1a bat dau tir cac dy an nho. Néu ban c6 nguoi phat
trién co ki nang, ban ¢6 co hdi tdt hon dé thanh cong va
xdy dyng danh tiéng cho cong ti ciia ban. Bt dau tir
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nhitng céi nhé cling c6 thé tiét kiém duogc tién bac boi vi
néu ban pham sai 1am no6 s& khong 1a tham hoa va ban cé
thé phuc hdi duoc. Phan 16n moi nguoi thudng bét dau
cong ti béng viéc hoi tu vao khia canh ki thuat. Bo6
KHONG phai 13 y twong hay. La ngudi chi cong ti, ban
phai hoi tu vao khach hang dau tién. Uu tién cua ban
phai bat dau véi viéc co khach hang va hiéu yéu cau cua
ho. Day 1a viéc cia ban bdi vi khong hiéu nhu ciu cua
khach hang va khong dap ung mong doi cua khach hang
13 nguyén nhan chinh cho that bai doanh nghiép. Ban
phai tiép xuc véi khach hang, thu dugc yéu cau, phan
tich va lam tai liu ching can than. Ban phai tric nghiém
v6i khach hang dé chic rang ban hiéu rd yéu cau va
mong dgi cua ho. Khach hang phai chép thuén tai liéu
yéu cau trude khi ban bat dau lam bat ki viéc nao. Trong
khi c6 nhiéu céng cu lam yéu cau cé tinh thuong mai ban
san trén thi truong, dé tiét kiém tién, t6i goi y rang ban
dung Microsoft Word hay Excel cho viéc lam tai lidu
yéu cau cla ban.”

Anh ta dong ¥: “Diéu d6 1a d& dang, phan 16n cac
may tinh déu té1 vé1 Window 7 va Microsoft Office nap
san cho ném em s& khong phai chi thém tién phy.”

T6i tiép tuc: “Néu khach hang chép thuan yéu ciu
va ki hop dong thi ban c6 thé bit dau du an. Vi nhimng
du 4n nho ban nén dung cach tiép can phét trién Agile
boi vi no it rai ro hon cac phuong phap khac. Ban co thé
tranh i ro cua thay ddi yéu cau thuong xuyén diéu
thudng xay ra trong cong nghiép.”

Anh ta gat dau: “Mot ¥ hay 1a dung cach tiép can
Agile, em biét “Phuong phap Scrum.”
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To61 bdo anh ta: “Trong truong hop do, ban phai
chia yéu cdu thanh nhitng nhiém vu nhé hon dung ki
thuat Cau trac phan viéc (WBS). Ban can udc luong
cong viéc can dugc thyc hién, phan coéng ching cho
nguoi phat trlen ctia ban va x4c dinh ngay chuyén giao.
Véi cach tiép can Agile dung Scrum, ban phai x4c dinh
cong viée duge yéu cau cho timg dot nudce rat Sprint (2-
4 tuan). Ban c6 thé dung Microsoft’s Excel dé lap ké
hoach cong viéc va lam tai liéu cho moi nhiém vu. Néu
ban ¢6 dy an 16n hon, ban c6 thé dung cong cu "Project"
cia Microsoft. Diéu nay s& cho phép ban lam mot s6
viéc 1ap ké hoach lai trong trudng hop thay doi yéu cau
hay néu khach hang quyét dinh thay doi mot sd chirc
ning vao phut chot. Ban ciing co thé dung cong cu
“Bugzilla” dé theo ddi va ghi lai cac 16i, nhig néng cao,
hay thay ddi yéu cau.  Bugzilla la chon lya pho bién trong
nhimg nguoi phat trién phan mém va n6 dé dung véi dao
tao tdi thiéu.

Anh ta dong y: “Em c6 thé kiém nhiing cong cu
nay va dé cho nguoi phat trién cuia em bat dau dung
chung.”

T6i tiép tuc: “Lam viéc to trong Agile 1a rat quan
trong. Trudc khi bat dau du 4n ban phai dao tao moi
nguoi phat trién vé cach lam viéc trong t6. Cho du ho ¢
thé da biét "Scrum," ban van can nhic nhd ho vé cach
tiép can ndy va vai tro clia ho dé chic khong c6 hiéu 1am
nao. V&1 du an Scrum, cd ba vai tro: Nguoi chu san
phém la nguoi chiu trach nhiém cho khia canh doanh
nghiép cua du an va ra quyét dinh vé san pham. Thay
Scrum ngudi quan li qui trinh phat trién, giup ngudi phat
trién lam viéc cung nhau, tao diéu kién hop va theo doi

102



tién do va van dé. TS phat trién ngudi xay dung ra san
pham bang 1am viéc cung nhau dé dat t6i muc dich cua
dy an. Vi du 4n cua ban 1a nho, ban nén gia dinh gitt ca
vai tro ngudi cha san pham va thdy Scrum.”

Anh ta git ddu: “Vang, em khong thé dam duong
duogc viéc c6 nhi€u nguoi chung nao em con chua thé
phat trién cong ti Ién. Goi y cua thay rat hop 1i.”

Toi tiép tuc: “Diéu quan trong la thiét lap viéc
tach bach mai truong phat trién, moi trudng kiém thir, va
moi truong san xuit sém dé tranh viéc tron 1an cong
viéc. Pay 1a khai niém don gian nhung t6i da thay nhiéu
cong ti nhd pham sai 1Am va tron 1an cong viéc cua ho
v6i nhimg phién ban sai, phan mém da kiém thr dé cing
phan mém chua kiém thir, cho nén toi nghia dang nhéc
ban. Ban phai thiét 1ap hé thong kiém soat ngudn dé tao
diéu kién cho qui trinh phat trién va luu trir moi cong
viéc day du. Quan li cau hinh phan mém 1a quan trong
boi vi 1 cong ti nho, ban c6 thé khong co qui trinh kiém
soat manh va nhimg ngudi dugce chi dinh dé thuc hién
vai tro quan li cdu hinh. Moi ngudi phét trién phai hiéu
co sO vé lam sao "Kiém vao" cong viéc ctia ho va "Kiém
ra" khi ching dugc thyc hién dé tranh du thira, khi nao
ho lam thay d6i cho phan mém. Trong khi c6 mot sd
cong cu sin co, ban van c6 thé ding phuong phap thu
cong bang viéc dé nhitng ngudi phat trién gd vao tinh
trang s6 hi¢u nhiém vu nhu “Mé," “Dong” va “Da phan
cong” dé cho moi ngudi cd thé theo ddi thay doi mot
cach dé dang. Dé tiét kiém tién, ban co thé xem xét dung
cong cu "ngudén mé" nhu CVS cho quan li cau hinh. La
cong ti nho, ban khong can phai mua nhiing cong cu dit
tién nhung PUNG BAO GIO thir tiét kiém tién bang
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viéc giam dao tao. Pé thanh cong ban phai hdi tu vao
viéc cai tién ki ning ctia nhirng ngudi phat trién cta ban
bang nhimng dao tao phu vi cong nghé thudng xuyén thay
d6i.”

Anh ta no6i: “Em bao gio cling nhéd viée day cua
thﬁy tr nhiéu nam trude, hoc lién tuc la chia khoa cho
thanh cong trong khu vuc nay.”

Toi két luan: “T6i vui 1a ban nhé diéu do. Phan
con lai ciia qui trinh phét trién 1a don gian. Vi timg du
an, ban s€ co cudc hop hang ngay dé phan cong cong
viéc cho nguoi phat trién vi ban xdy dung phan mém
trén co s& hang ngay. Ban s& c6 nhiing ngudi phat trién
viét ma, thuc hién kiém thtr don vi, tao ra trudng hop
kiém thir va céac kiém thu tu dong dé chay moi dém sau
khi phén mém duoc dung ban ngay va kiém tra céc 15i.
La thay Scrum, ban phai giam sat tién do trén co s& hang
ngay, kiém tra cac 16i va dé chung dugc stra va phai chic
moi ngudi dang lam nhiém vy dugc phan cong cua ho
mot cach twong tmg. Néu ban kiém soat qui trinh phat
trién don gian nay t6t thi ban c6 thé mong doi san pham
chat luong cao. Ban KHONG can mua nhiéu cong cy,
ban KHONG can chi tién vao bat ki cai gi phu thém, yeu
t6 quan trong la ¢ qui trinh don gian ma moi nguoi hiéu
va cam két tuan theo né cho cong viéc cua ho. Mot qui
trinh ¢6 chat lwong KHONG phai phuc tap, hay tinh vi
ma né phai duge moi ngudi phat trién hiéu. Chia khoa dé
thanh cong trong cach tiép can Agile KHONG phai 1a ki
thuat ma 1a 1am viéc t6 va trao d6i. Ban phai dong vién
moi ngudi thao luan van dé, hd tro 14n nhau va sén 1ong
giai quyét vin dé khi chung téi. TO phai c6 muc dich
chung, biét vai trd va trach nhiém cta ho va tuan theo
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qui trinh chét lugng va dao dac dé hd tro cho cong ti dat
td1 viéc thoa man khach hang.

Dé thanh cong cdi tién qui trinh phan mém

"Thay c6 thé cho 10i khuyén vé lam sao dé thanh
cong trong cai tién qui trinh phan mém?"

Pap: Budc dau tién trong cai tién qui trinh hiéu
qua 1a thay d6i hanh vi cta nguoi quan 1i va ngudi phat
trién. La nguoi ki su phan mém, ban c6 thé hd tro cho
thay d6i nhung thay d6i thuc sy chi xay ra khi ngudi
quan li chap nhan thai d6 méi d6i véi cai tién.

Van dé 1a 1am sao dé nguoi phat trién phan mém
1am nhing diéu khong lién quan tryc tlep to1 viéce chuyen
giao san pham phan mém? DAy 1a van dé kho boi nhidu
1i do. Thtr nht, nguoi phat trién bao gio cling ban ron.
Thr hai, ho ¢6 thé khong hiéu diéu ban mudn ho lam hay
tai sao phai 1am. Va th ba, ho c6 thé khong tin rang diéu
ban goi y s€ gitip ho trong viéc cua ho.

Do d6, diéu quan trong nhat 1a 1am cho cip lanh
dao hanh xur khac di. Pay 1a li do tai sao chung ta can
giai thich cho cip lanh dao vé rui ro cua viéc khong cai
tién dé cho ho co thé nhéan ra su khén thiét. Néu ho sén
1ong séng v6i cac hau qua cta qua trinh hdn don va rui
ro, chang cai gi sé xay ra.

Day la vai ggi y ma ban ¢6 thé thay c¢ ich:

1. Phai chic rang cip quan li thira nhan viéc cai

tién qui trinh 13 trach nhiém cta ho. Néu ngudi
phat trién khong tham gia vao hay hd tro tich

105



cuc cho vi¢e cai tién qui trinh, nd s€ khong xay
ra.

C6 duoc thoa thuan tir cap quan 1i vé vai hanh
dong mau chot can thue hién trude nhét. Toi
goi y mdi lic lam mot thay doi nho thoi. Pimg
¢ 1am cai gi d6 mo hd va vo nghia nhu “Lay
CMMI mtc 5." Dé tao ra tién b0, ban cin tap
trung vao cai gi d6 co ich, thuc té, nhu giam
dinh phan mém dé loai bo 15i. Hanh dong nay
12 do dugce néu dau tién ban dat ra tuyén SO sO.
Ban phai thu thap mot s6 16i cia viéc dua ra
trude d6 va sb 16i duoc tim thdy trong giam
dinh san pham.

Ban can chic rang moi ngudi déu biét trach
nhiém ctia minh. Mot ¥ hay 1a viét tit ca nhiing
diéu do ra.

Thiét 1ap ké hoach van hanh, gitt n6 don gian
va c6 cac diém kiém (trang thai tuan) va nhan
dién tai nguyén ro rang.

Biéu thi nhimng diéu tham gia vao viéc lam cho
mot thay ddi duoc hoan thanh. Ban c6 thé 1am
diéu nay qua bao cao tién d6 cho cip quan li va
phai chic dwa vao lich biéu va cam két tai
nguyén. Nhiing didu ndy s& giup moi ngudi
nhan ra cai gi dugc tham dy vao va n6 chiém
bao lau.

Lam vi thanh cong. Péu din nhan dién nhirng
thanh tyu thye, tuyén duong nhitng ngudi cé
trach nhiém va cong b thanh tyu cua ho. Tuy
nhién ban phai khiém tén va vin & ngoai qué
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8.

trinh thira nhén nay, viéc cia ban la diéu phoi
cai tién va lam cho no xay ra. Diéu nay s€ tao
ra nhiét tinh trong nhitng nguoi phat trién va
biéu 16 tién bo. Mot khi da nay dién ra, khé ma
dimg dugc nd va ban s& di viing chic trén con
duong cua minh.

Chia khoa cho cai tién qui trinh 1a 1am nhiéu
thay d6i qui trinh nho va don gian. Ich loi
chinh tir phan 16n nhiing thay doi toi tir vai
hanh dong. Pung lam thay d6i 16n, ban s&
khong thanh cong dau. Nhé cau hoi “Lam sao
an dugc voi?” Pap: “Bang nhiéu miéng nho."

Nhé cung cép du thong tin dé cho moi ngudi
biét diéu can lam va khi ndo lam. Thir diéu d6
trong dy 4n nho, lay phan hoi tir nguoi trong
du an, nguoi dung qui trinh cai tién roi tinh loc
n6 dua trén cac két qua. Ban c6 thé phai huan
luyén moi ngudi va chic chan phai gitp ho
dugc bat dau boi vi cai tién 1a qua trinh hoc
héi. Ban s& hoc nhiéu tir viéc thuc hién hon 1a
tu lap ké hoach hay noi vé n6. Hoc tur thuc té
chir dumg tir ¥ kién, cho nén trude khi 1am cho
ngudi khac thay d6i, ban phai tu thay d6i minh
trude.

Néu cdp quan li khéng phan viéc cho ngudi
phat trién dé lam viéc v0i nhitng nhiém vu cai
tlen hay di to1 quan li cap cao va néu rd rang
rang néu thleu su tham du ctia nguoi phat trlen
viéc cai tién qui trinh 1 phi thoi gian va t1en
bac. V&i nhimng diéu kién nay, hodc quan li cap
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cao phai tién budc va giup d&, hoic ban s& phai
tim viéc & dau do khac.

10. Néu quan li cip cao tir chdi giai quyét vin dé,
ho khong thuc su dugc thuyét phuc vé nhu cu
cai tién. Bat ké diéu ho noi, ban can ding lai
hay ngit nd luc cho t6i khi ban thu duoc su chi
¥ cta ho. Pung phi thoi gian ctia ban. Y tudng
la dé lam cho nguoi ta thanh cong nhanh
chong, véi dir liéu cai tién vimg chic thi phan
con lai s€ vao cudc. Hay nhd, thay ddi can thoi
gian va ban phai kién nhan.

Thay déi qui trinh

Ban t61, nguoi quan li mot cong ti 1on bao toi rang
anh a ay da dem mot san pham phan mem méi ra cai tién
vé nang suat va hiéu qua nhung anh ay gap thot gian kho
khan khi dé n6 1am viéc trong cong ti cta anh ay.

T6i bao anh dy: "Nhiéu ngudi mua phan mém va
gia dinh rang "cr cai dit né di va né s& 1am viéc" thé rdi
phat hién ra rang ho phai lam nhiéu hon béi vi mua phan
mém thi dé, nhung thay ddi cach moi ngudi lam viéc lai
doi hoi nhiéu nd lyc hon. Toi da thiy nhiéu cong ti dau
tu nhiéu tién vao phan mém nhung da khong nhén dugc
ich lgi boi vi ho khong hiéu "thay doi qui trinh."

Vi bat ki cong nghé méi nao déu c6 mot tip céac
budc can duge thyc hién tai chd trude khi nd c6 thé la
hiru dung. Piéu quan trong nhat 1a con nguoi. Phai c6
trao d6i va dao tao vé& cong nghé mai bodi vi moi nguoi
phai hiéu gia tri cia cong nghé méi va nhan dao tao vé
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cach dung né. Ho cin biét cach n6 anh huong téi cong
vi€c cua ho va cach n6 lam g1 cho ho nhu lam cho cong
viéc duogc thuc hién nhanh hon, tot hon, trude khi ho sé
chap nhan né va dung né. Theo ¥ kién cua t6i, Con
ngudi 13 trung tim ctia moi thir do d6 trao d6i 14 ban chit
cho thay d6i xay ra.

Budc thir hai 1a qui trinh hay cach con nguoi lam
viéc. Pé ding cong nghé mai thi moi nguoi can tham gia
vao qui trinh nao d6. Chang han, ngudi quan li quen dua
vao nguoi ké toan, cho ho con s6 va dé ho tinh ra két qua
ma c6 thé mat vai gio. Vi phan mém, ngudi quan 1i ¢6
thé bAm vao biéu tuong, dua vao con sb va dé cho may
tinh hién thi két qua ngay 1ap ttrc. Qui trinh cii dwa vao
ngudi ké toan dé lam tinh toan 1 cach moi ngudi da hiéu
16 roi. Qui trinh ding mdy tinh thay vi con ngudi 1a méi
va moi ngudi c¢6 thé cam thdy khong thoai mai. Diéu
quan trong 13 phai giai thich cho ho vé ich loi (nhanh
hon va chinh xac hon) va dao tao ho ding phan mém
moi. Khi moi nguoi hiéu cach moi sy duoc thyc hién
ngay nay va cach moi sy s€ dugc thyc hién sau khi cai
dat phan mém moi va ich lgi ho thu duoc thi ho s& thay
doi.

Thay dbi qui trinh yéu cau rang ching ta phai bat
dau tir con nguoi, gitup ho hiéu qui trinh moi bang viéc
cung cap dao tao, va két thuc véi phan mém duoc su
dung. Khong co thay d6i nay vé qui trinh, moi ngudi s&
trai nghiém 1an 16n va d6i khi chdng lai thay doi.

Cung diéu nay co6 thé duoc 4p dung cho chuong
trinh gido duc mdi. Pung trong doi "Cu dem nd vao di
va sinh vién s€ dang ki hoc." Pai hoc phai trao ddi 16
rang voi sinh vién vé khac biét giita chuwong trinh dao tao
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mai va cli. Cac gido su can giai thich gia tri, ich lgi va
cach no s€ giup cho sinh vién hoc tri thirc, ki nang méi
dé cho ho c6 thé co viéc lam tot hon, nghé nghiép tbt
hon. Hon bao gior hét, trao ddi 1a ban chat trong viéc thay
d6i qui trinh nay. Chung nao sinh vién va gia dinh cua
ho con chua hiéu 3 nd va chip nhén n6é nhu chuong
trinh t6t hon, chuong trinh gido duc mdi c6 thé khong
thanh cong.

Cdi tién qui trinh- Viéc cua cdp qudn li

Tuan trude t6i nhan duge mot email tir mot ki su
phan mém. Anh 4y viét: "Téi gip kho khan dé lam cho
cong ti clia toi cai tién cach ching t6i phat trién phan
mém T6i da doc blog SEGVN ciia thay vé CMMI va tin
rang n6 cé thé giip cho cong ti cua toi. Van dé 1a lam
cho moi nguoi bat dau cai tién. Nguoi cha cong ti néi:
"Viéc d6 ton kém." Ngudi quan li noi: "Chung ta phai
thué tu van va diéu do6 1a ton kém." Nguoi quan 1i dy 4n
no6i: "Piéu d6 yéu cau nhiéu dao tao va ching t6i khong
c6 thoi gian." Nhiéu ngudi phat trién can nhic vé né:
"Sao lai ban tam? diéu d6 1a phi thoi gian." Xin thay cho
t6i 101 khuyén vé cach thay doi nhimg thai do nay. Rét
cam on thay."

bap: Chimg nao cap quan li ciia ban chua muon
lam diéu do, chang cai gi s thay d6i. Bé cai tién qui
trinh phan mém, ban phai c6 quyét tim cta cap quan li
va c¢6 dao tao, bang khong nd s& khong xay ra. Néu
nguoi chii nghi cai tién qui trinh 13 ton kém, ban c6 thé
thu thap dit liéu vé sé du an dap tmg lich biéu, chi phi va
chit luong va sd du an khong dap tng. Bang viéc biét
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con sb thuc t&, nguoi chii c6 thé d6i y. Néu ong ay biét
rang Ong 4y co thé ting loi nhuin mot cach c6 ¥ nghia
khi cong ti ctia dng Ay trudng thanh va phat trién tt hon,
nhanh hon va chi phi thip hon thi éng iy c6 thé dong ¥
vO1 ban.

Ngay nay cac cong ti so cai tién qui trinh boi vi gia
ctia ddo tao va danh gia CMMIL Néu ich loi cta cai tién
14 16n hon nhiéu so véi chi phi cua cai tién thi su viée sé
thay doi. Néu nguoi chu quyét dinh cai tién thi moi
ngudi quan li s& phai tuan theo. Ho c6 thé khong thich
diéu d6 nhung ho s& khong bat dong v6i ngudi chi. Tuy
nhién, nguoi quan li can hiéu CMMI ciing nhu c6 ké
hoach dé quan 1i hoat dong cai tién dé cho no sé thanh
céng bay la chd nha tu van tét va co hiéu biét c6 thé
giup de chac moi nguoi quan li ¢6 quyét tam day du dé
cai tién qui trinh phan mém ciia ho. Pay 14 yéu t6 then
chdt xac dinh thanh coéng hay that bai. Nha tu van
"khéng t6t 1im" s& voi vang trong viéc cung cap dao tao
va tién hanh danh gia (Do la chd ho dugc tra nhiéu tlen)
nhung nha tu van tot sé khong lam diéu dé, ho biét rang
ho phai hdi tu vao quyét tAm cia cip quan li dé lam diéu
d6 mot cach dung dan. Pay 14 tinh hudng:

Gia sir cong ti bat dau cai tién qui trinh. Nhiing
nguoi phat trién phan nan rang ho phai tham gia dio tao
CMMI d1eu lay di thot gian cta ho lam viéc trén du an
phan mém. Piéu gi s& xay ra khi mot s6 du an bi mudn?
Diéu gi s& xay ra khi khach hang khong hai long boi vi
nguoi phat trién khong lam viéc trén dy an cia ho ma
danh thoi gian theo 16p hoc? Piéu gi s& xay ra khi nguoi
phat trién phai tuan theo cai gi d6 ma ho khong quen
thuoc? Didu gi s& xdy ra ma nguoi phat trién phai thu
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thap do do, cai gi d6 ho chua bao gio lam trudc day?
Diéu gi s& xay ra néu nguoi phat trién dugc bao lam cai
gi d6 khac vé6i diéu ho van thuong 1am? Pibu gi s& xay ra
khi ngudi phat trién tiép tuc phan nan? Chirng nao ngudi
cht va moi ngudi quan li con chua quyét tim day du, sy
viée co thé thay doi. Cong ti co thé quyét dinh bo cai tién
Va coi nd nhu sai 1am. Trong truong hop do, chang cai gi
s& xay ra lan nira. Trir phi nguoi chil va moi ngudi quan
li quyét dinh duy tri quyét tAm ciia ho thi cai tién méi c6
thé xay ra.

Diéu co s¢ nhat cua cai tién 1a cai tién cach nguoi
quan li quan li du an phan mém. Thay vi dong y voi
khach hang vé lich biéu dua trén yéu cau duoc xac dinh
ngheo nan, nguoi quan li du an sé nhan manh vao viéc
¢6 qui trinh quan 1i yéu cau dé quan li moi thay ddi. Ho
s€ phai chéc réng ké hoach du an dugc xac dinh tuong
ung theo qui trinh (wdc lugng, thuong lugng, thoa thuan)
trude khi ho bat dau du an. Moi du 4n sé& phai thiét lap
cac vai tro, trach nhiém duoc x4c dinh rd rang. Bang
viéc dé cho moi du 4n tuan theo thuc hanh quan li dy én,
thay doi s& bat dau xay ra trong cong ti.

Ngudi phat trién s& bat dau doi hoi nhiéu dao tao
hon, dac bi¢t trong khu vuc ho can thuc hién cong vige
ctia ho. Nguoi quan 1i bat ddu dung d6 do dé ra quyét
dinh thay vi phong doan. Dy an s& ¢ udc luong tot hon
vé lich biéu va it 16i hon. Tét nhién, mot s nguoi s& hai
1ong va mot s6 c¢6 thé khong hai 1ong vi ho quen 1am moi
su theo cach riéng cua hg. Tuan theo qui trinh chudn
khong phai 1a diéu ho mudn. Nhimg ngudi khong thich
s€ bo di va s€ dugc thay thé boi nguoi phat trién mai.
Nguoi phat trién méi co thé khong biét diéu di xay ra
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cho nén ho van theo qui trinh dugc xac dinh. Qua thoi
gian, khi hiéu ning du an tot dan 1én, nguoi chu s& nhan
ra réng loi nhuén cia cong ti 6ng iy dang cai thién va
nhiéu dy 4n dap tng lich biéu, chi phi va chat lugng.
Nhiéu khach hang bit dau tin vao cai tién va yéu cau
nhiéu kinh doanh hon thi ban dat t61 "thay dbi chinh"
trong cach cong ti ctia ban phat trién phan mém.

Diéu quan trong phai nhén ra 1a v1 moi thay doi,
cap quan li 1a yéu t6 then chdt. Chang cai gi sé& duoc
hoan thanh néu ho khéng tin tudong va quyét tam. Quyét
tam bt dau tir hiéu biét va hd tro va néu ho khong hiéu
CMMLI, n6 can gi, no can bao 1au, ho phai quan 1i hoat
dong nao thi ho c6 thé khong hd tro cho nd. Khéng c6 hd
tro ctia ho, cai tién s& khong xay ra.

Do d6, t6i nghi rang chia khoa thyc dé cai tién qui
trinh thanh cong 1a quyét tim cua cap quan li. Du ban
thich hay khong, nguoi phat trién khong thé lam cho sy
viéc xay ra dugc néu khong co quyét tAm tir cap quan
Ili. Pay 1a chd nha tu van t6t va co tri thire s& t6i dé gitp.
Khé tim duoc nha tu van tét va ho co thé 1a dat gia,
nhung ho thuc su xtng dang diéu do.

Cdi tién qui trinh- Cau hoi can hoi

T6i da nhan dwgc nhidu emails lién quan t6i bai
béo t6i viét vé cai tién qui trinh ding CMMI. Duong nhu
van c¢6 cac v kién khac nhau vé viéc thuc hién nd. Cac
nha tr van bién ho rang diéu dau tién can 1am 13 c6 danh
gia dé xac dinh muc do truong thanh cua cong ti. Bing
viéc biét mirc 6 ctia cong ti, nha tu van c6 thé gitip phat
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trién ké hoach cai tién cho nén cong ti co thé chuyén
sang muc tlep Céc cong ti dao tao khong dong ¥y va noi
rang diéu dau tién phai duge thuc hién 1a c6 dao tao vé
CMMI cho ngudi phat trién dé cho ho c6 thé hiéu va
thuyc hién hoat dong cai tién. Mac dau ca hai 1a nhitng
hoat dong can thiét nhung ching phai khéng duoc thuc
hién truéc. Toi tin ring thu dwoc cam két tir ngudi chu
cong ti phai 1a diéu dau tién va 1a quan trong nhat. Bat ki
cai tién ndo ma khong c6 cam két tir ngudi quan i cap
cao s€ khong bao gio c6 tac dung.

Li do cac nha tu van nhan manh vao viéc c6 danh
gia trude hét 1a vi d6 1a cach ho lam tién. Panh gia dién
hinh t6n nhiéu tién (820,000 USD t&i $ 40,000 USD) dé
cho cong ti biét n6 dang ¢ dau trén cac mic CMMI
nhung d6 chi 14 hoat dong dau tién. Lap ké hoach cai tién
thém yéu cau phi phu thém. C6 nhiéu hoat dong tu Vén
hon can phai di theo noi cong ti phai tiép tuc tra tién
trude khi no co thé cai tién. Mot sé cong ti dao tao chu
truong dao tao CMMI trude bdi vi ho lam tién theo cach
d6 nira. Mot 16p CMMI cin ban c¢6 thé tén $10,000 USD
hay hon nhung n6 chi la chi phi dau tién. C6 nhiéu dao
tao hon dugc can tdi vé sau. Bang viéc di theo nhiing loi
khuyén do, cong ti phai chi nhiéu tién trudc khi ho c6 thé
cai tién duogc cai gi. Do do, didu quan trong la nguoi chu
cong ti hiéu moi budc can thiét vé cai tién qui trinh.

Trudce khi bat dau cai tién qui trinh ngudi chi cong
ti can tra 1oi nhitng cau hoi sau: “Tai sao ban quan tim
toi viéc dung CMMI? Tai sao ban mudn cai tién qui
trinh? Li do gi ban muén thay d6i cach cong ti ctia ban
phat trién phan mém? Ban c6 san long dau tu vao con
ngudi riéng cta ban khong? Ban c6 cam két 1am cho moi
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su xay ra trong cong ti ctia ban khong? Ban c6 biét ring
cai tién qui trinh 13 cudc hanh trinh lau dai khong? Ban
c6 san long quyét tim theo dudi trong nhiéu nim cac
hoat dong cai tién dé dat toi két qua mong mudn khong?"
Chirng nao ban chua thé tra 161 duoc nhitng cau hoi nay
mot cach trung thyc, ban KHONG nén bat dau cai tién
qui trinh. T4t nhién, néu moi diéu ban mudn 13 manh
gidy "chimg nhan CMMI" thi t6i khéng c6 binh luan
thém gi nita. Khong can thao luan thém nia.

Ngudi cht cong ti phai hiéu rang "cai tién thuc" 1a
cudc hanh trinh dai. Né c6 nhiéu chuéng ngai, nhiéu van
dé, va khong co quyét tam manh dé di theo moi cach, no
s€ khong thanh cong. Néu du an cia ban ¢ nhiéu 161,
néu dy 4n cia ban khong dap tung lich bleu neu cong ti
cua ban co nhleu viéc thay nguoi phat trién, neu cong ti
clia ban mat tién va mat khach hang thi cai tién qui trinh
1a 1i do tét. Néu ban mudn mé rong doanh nghiép cua
ban tir dia phuong ra toan ciu, mudn xay dung danh
tiéng tot 1a cong ti co chat lugng, thiét 1ap "tén hiéu" cho
cong ti cta ban thi cai tién qui trinh ciing 1a 1i do tét. Néu
ban mudn cong ti ctia ban ¢ nhitng ngudi phat trién gioi
v6i két qua du an tot thi cai tién qui trinh 13 1i do t6t. Néu
ban mudn ¢6 loi nhuén, lam nhiéu tién hon trudc day thi
cai tién qui trinh ciing 12 1i do t6t. Tuy nhién, ban phai
kién nhan va quyét tim 1am cho né xay ra, khong phai
trong mot nam, khong phéi trong hai nam, ma lién tuc
bdi vi cai tién khong bao gior dimng lai.

Nén tang cua cai tién dung CMMI 1a mdi tuong hd
gilta qui trinh, san pham va két qua doanh nghi¢p. Qui
trinh tot phai mang t61 san pham tot va san pham tot phai
mang t6i két qua doanh nghiép tot. Tuy nhién, nhiéu
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nguoi chi hdi tu vao viée ¢6 "qui trinh" ma khéng tinh
t61 san pham va két qua doanh nghiép. Diéu lam t6i ngac
nhién 13 ngudi chii cong ti dé cho diéu do xay ra theo
cach d6. Tai sao moi nguoi chi mudn c6 ching chi ma
khong co ket qua thyc nao? Tai sa0 moi nguoi mubn
"quang cao cai gi d6 ma ho tham chi khong biét? Ho ¢
biét ring "quang cdo gid" c6 thé dem toi két qua tham
hoa khong? Khi mét cong ti dat té1 chimg nhan CMMI
Mirc 5, nguoi chu ¢ thiy thay doi gi so v6i nim trudc
khong? Bao nhiéu du 4n da dat téi chét lugng cao, dap
{mg muc tiéu chi phi va thoi gian? Ldi trung binh trong
cong ti 1a gi? Phan tram du 4n dap tng lich biéu la gi?
Doanh nghiép c6 ting l1én khong? Cong ti co6 nhidu
khéch hang hom nay hon vai ndm truéc khong? Thu
nhap co ting 1én dang ké khong so v6i vai nam trudce?

T6i tin rang danh gia CMMI chinh thirc 14 tiéu chi
cho tinh hop thire, chinh xac, cong tac, nhat quan, va du
1a cach rat t6t dé hiéu nhiing diém manh va diém yéu cta
cong ti cua ban. T61 cling tin dao tao CMMI 1a c6 gia tri
de gitip ngudi phat trién biét nhleu hon vé qui trinh phan
mém. Tuy nhién, khong co quyét tim manh cua ngudi
chu cong ti to1 tu hoi diéu gi s& xay ra? Cai gi s€ xay ra
cho nguoi phat trién, ngudi tin rang cong ti s& ci tién roi
chang thay gi xdy ra? Cai gi s€ xay ra khi moi nguoi thay
nh1eu 1an cai tién bi that bai? Ho mat niém tin cua ho vao
cap quan li thi cai gi xay ra ciing chang thanh van d&,
cong ti s& khong bao gid c6 kha ning cai tién cai gi.
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Cii tién qui trinh véi CMMI-1

T61 da nhan dugc vai email lién quan téi viéc thuc
hign CMMI va viée dat toi mirc CMMI nao d6. C6 nhiéu
"cuong diéu" vé CMMI va t6i dd viét hang trim bai bao
vé chung trén website nay. Vé cin ban CMMI 1a khuén
khé cho cai tién qui trinh ma céng ti c6 thé dung dé cai
tién chat luong san pham ctia nd. CMMI bao gém nim
mirc tir 1 t6i 5 voi 1 14 thap nhat khong co cai tién nao va
chat lugng thap. Mirc 2 13 vé cai tién & muc du an vi dy
an 1a co so ciia cong viéc trong bat ki cong ti phan mém
nao. Néu ban khong thé cai tién duoc dy an, ban khong
thé cai tién duoc cai gi. Mtc 3 hoi tu vao chuin hoa céc
hoat dong trong cong ti dé dat t6i su nhat quan trong moi
cong viéc. Khi moi dy an dugc quéan li twong Gng, chét
luong co thé dugc cai tién. Mic 4 hoi tu vao viéc do ca
san pham va qui trinh. Myc dich cta né 1a quan li moi
cong vige bang cac do do va kiém soat thong ké dé giam
bién thién. Dat t61 diéu nay nghia la cong ti co kiém soat
toan bd vé moi cong viéc ca ve chét luong va hi¢u nang.
Mirc 5 hoi tu vao ngin ngira khiém khuyét va thay doi
qui trinh va muc dich ctia n6 1a dé 1am ti wu cach phan
m@;‘m duoc phat trién dé dat toi chat luong cao nhat co
the.

Bude quan trong nhét trong cai tién 1a xem xét
toan thé viéc phat trién phan mém nhu mot qui trinh ma
6 thé duoc do, duoc kiém soat va duge cai tién. Cong ti
phai chon muc dich 1 rang cho cai tién va c6 kha ning
kiém tra tién bo khi cai tién xay ra qua thoi gian vi ban
khong thé lam moi thir ngay mot luc. Thuat ngit “truong
thanh” ngu y thoi gian didu c6 nghia la s& phai mat vai
nam dé co dugc két qua mong mudn. Mot cong ti khong
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thé c6 duge muc cao nhét ngay 1ap tirc. Ciing nhu dira bé
phai bo trudce khi di va di trude khi chay, cai tién phan
mém phai bat dau tir du 4n t6i td chirc va roi t6i toan thé
cong ti.

Khong may, mot sb ngudi chu cong ti qua ban ron
va khong dé thoi gian dé hiéu cac nguyén Ii nay. Thay vi
dat muc dich cai tién ho 14n 16n cac mic CMMI nhu
muc dich. T61 da théy cong ti dat muc dich dat té1 muc
ma tham chi khong hiéu muc 3 1a gi. Dat mic CMMI
nhu muc dich 14 thuan tuy dét nat va ching to thiéu hiéu
biét vé khudén kho nay. Muc dich cai tién qui trinh nén
duoc dua trén kinh doanh cta cong ti nhu gidm chi phi,
tang loi nhuan, cai tién chat luong, va dat toi thoa man
ctia khach hang. Do d6 cai tién qui trinh phai 1a mot
phan cua chién luge cong ti. N6 KHONG phai 1a cai gi
do6 ban lam khi ban c6 thoi gian. Tudng twong mdt doanh
nghiép dit myc dich c6 loi nhuan nhat néu cé thé. Piéu
d6 c6 nghia 1a cong ti s& thuong xuyén mét tién khong?
Cai tién KHONG phai 1a cai gi d6 ban 1am dé tim ra xem
cong ti & muc CMMI nao. Tuong tugng mot doanh
nghiép chi nhiéu tién chi dé biét liéu ho c6 1a doanh
nghiép hay khong. Nhung diéu nay khong c6 nghia gi ca.
Cai tién qui trinh KHONG phai 13 cai gi d6 dé 1am chi
mot 1an roi dung lai MA 14 hoat dong lién tuc khong bao
gio chdm dat. Ngay ca khi ban dat t6i muc cao nhat nhu
CMMI mirc 5, néu ban ding lai thi cong ti c6 thé roi tro
lai mtrc 1 nhanh hon ban c6 thé tudng.

Viéc thiéu hiéu biét vé CMMI da tao ra nhiéu van
de, lam nay sinh phi tlen mang tiéng xau va lam ton hai

to1 cong dong phan mém. Vai nim trudc day, chinh phu
Trung Qubc dat myc dich thuéng cho cong ti phan mém
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dat t61 muc CMMI nao d6. Chi trong khong day mot
nam, hang trim cong ti céng bd thanh tyu cua ho vé cac
muc CMMI cao. Vai cong ti da dugc danh gia boi nhiing
ngudi danh gia c6 du tu cach nhung nhiéu cong ti da tu
tuyén bd hay duoc tuyén bd boi nha tu van khong du tu
cach. Phan 16n nhan duoc phan thuéng nhung khi cong ti
nude ngoai tién hanh danh gia riéng cua ho trude khi dau
tu vao nhitng cong ti ndy, két qua 1a khac nhiéu véi
nhitng 10i tuyén bd thanh dat vi da sd trong ho déu ¢
CMMI mtc 1. Pidu nay di tao ra danh tiéng xau cho
cong nghiép phan mém Trung Qudc vé chit luong thap,
khong trung thuc, lira di va di ngan can dau tu vao khu
vuc nay. Tham chi ngay nay cong nghiép phan mém
Trung Qudc van bi nhidu doanh nghiép coi 1a "Khong
dang tin cay" voi chat luong thap va hiéu ning kém.

Dé cai tién, myc dich phai duoc giong thang vai
nhu cau va chiéu hudéng cta quan i cia cong ti. Nguoi
chu cong ti phai chi dinh mét nguoi quan li cap cao
chuyén trach dé duy tri viéc giong thang nay va quan li
moi hoat dong cai tién. Nguoi quan li nay phai klem
diém va chap thuan ké hoach cal tién, nhan tinh trang vé
hanh dong cai tién, va cung cip hudng dan vé cong viéc
sap t6i. Moi hoat dong déu phai duogc do va bao cao cho
nguoi chu cong ti. Nguoi quan li cai tién phai xay dung
ké hoach cai tién néi rd phuong huéng va muyc dich
chinh, diéu hoi tu vao nhu cau cua cong ti nhu "giam chi
phi 10% dén cubi nam," hay ting s6 ban 1én 10% dén
cudi nam. Ké hoach cai tién phai nhan dién van dé ma
cap quan li mudn giai quyét va cac hanh dong duoc thiét
ké dé 1am diéu d6 va chuyén cong ti hudng t6i muc dich
ctia nd. Vi timg khu vuc cai tién chinh, ban ké hoach
liét k€ moi nhi€ém vu ma moi nguoi lam, ké ca cung Cép
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dao tao cho nhan vién. Cai tién phai dya trén viéc do.
Chéng han, d& noi rang chét luong san phim da cai tién
khi ¢6 mot cach do vé chét lugng xay ra sau. Viéc do cai
tién khong phai lam cap tap ma bat ki cach do nao trong
chi phi, chat lwong, va thoi gian cling s& du. Ching han
s6 16i trong pha du an, do chinh xac lich biéu (khac bié¢t
gita ngay téi han va ngay chuyén giao thuc té) v.v.

Khi ké hoach nay da dugc chép thudn, nguoi quan
li phai theo ddi ndé dé dam bao rang tién bo duogc thuc
hién. C6 hai bién c¢b theo ddi dién hinh, phién hop hang
tudn cila to cai tién, va phién hop trang thai hang thang
v6i ngudi quan 1i cip cao. Muc dich cuia phién hop tuan
la dam bao rang tién bd dugc thyc hién vé nhiém vu cai
tién. Tinh trang hang thang l1a dé thong tin cho nguoi chu
cong ti va nguoi diéu hanh cap cao v¢ cac hoat dong. Chi
bang viéc ddi xur véi cai tién nhu mot dy an doanh
nghiép thuc, viéc cai tién moi co thé xay ra va lam loi
cho cong ti.

Cii tién qui trinh véi CMMI-2

Hoém qua, mot ngudi chi cong ti phan mém giri
cho t6i mot email hoi: “Lam sao ching toi bat dau cai
tién qui trinh dung CMMI? Thay c6 goi ¥ mitc CMMI
nao dé chung t6i bat dau néu ching t6i khong mubn tra
tién cho viéc danh gia? Phai mét bao 1au dé chuyén Ién
mot mirc CMMI? Xin thay 1oi khuyén."

DPép: Pé bat dau cai tién qui trinh ding CMMI,
ban can xac dinh ban dang ¢ dau. Ban c6 thé ty danh gia
bang viéc héi nguodi cia ban mot s6 cau hoi theo mo hinh
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CMMLI Chéng han: “Ban ¢6 ké hoach du 4n cho tung du
an khong? Ban c6 udc luong lich biéu du 4n cia ban dua
trén dir liéu lich st khong? Ban c6 qui trinh chuén cua td
chirc dugc xac dinh cho moi du an trong cong ti cua ban
khoéng?" Dua trén ciu tra 10i ban co thé quyét dinh van
dé gi ban can cai tién. Tat nhién, 1a ngudi cha cong ti,
ban c6 thé bat dau cai tién qui trinh ctia ban ma khong
biét vé bat ki murc nao. Ban co thé dit ra wu tién riéng
ctia ban dua trén cac van dé trong cong ti clia ban va phat
trién cac ban ké hoach hanh dong dé g1a1 quyét cac van
dé d6. Chang han, ban c6 thé hoi ngudi phat trién cia
ban nhiing diéu chinh nao tac dong t61 dy an cta ho?
Nguyén nhan cta viéc trugt lich biéu 1a gi? Tai sao du 4n
phan mém bi tr&? Tai sao phan mém van c6 nhiéu 15i sau
khi kiém thu? Bang viéc biét nhimg van dé nay, ban c6
thé bat dau stra chung.

Duya trén kinh nghiém riéng cua toi trong thuc
hién CMMLI, s€ phai mat tr 2 t6i 4 ndm cho mot td chire
dé chuyén tir mtrc no 1én mirc kia. Dit liéu tai SEI chi ra
rang trung binh, phai méat 28 thang dé chuyén tir muc
nay lén muc kia. Tat nhién, méi truong lam viéc cua
cong ti co thé tac dong t6i viee nd co thé cai tién nhanh
hay cham thé nao. Nhiéu van dé nhu 1am viéc to, thiéu
trach nhiém hay xung dot c4 nhéan c6 thé 1a van dé chinh,
khong chi van dé ki thuat cho nén cai tién nén 16n hon
viéc chi tuan theo mo hinh kiéu nhu CMML. Béi vi ban
1a ngudi chu, ban c6 thé thay doi méi trudng 1am viée va
lam cho né tbt hon, ning dong hon, cong tac nhiéu hon
gilta cac cong nhan. Néu ban quyét tdm cai tién, ban ¢
thé 1am nhiéu didu. Khuyén céo cua toi 1a bat dau cai
tién qui trinh tur tir thoi, chon diéu ban mudn cai tién mot
cach can than, va giai quyét mot van dé mdi luc. (Luu y:
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Xin xem lai cac bai viét va hoi & dap vé CMMI trong
website nay.)

Xin dimg cha y qua nhidu t6i cic mic CMML
Diéu quan trong 1a dé cai tién, khong phai 1a dé dat mirc
CMMIL. Cai tién thyc phai dem lai két qua doanh nghiép
thue. Cai tién thuc phai dem lai chit lugng do duoc co ¥
nghia 16n voi dit licu. Cai tién thuc phai dem t6i su thoa
man nhiéu hon cua khach hang. Cai tién thyc phai dem
lai nhiéu hai 1ong hon cho nguoi phat trién. Cai tién thuc
phai giam 131 va cai tién chat luong. Tt nhién, nd phai
dem t6i nhiéu loi nhuan hon cho cong ti ctia ban va cho
ca ban nita. Néu nhng didu nay khong xay ra, cong ti
ctia ban khong cai tién dau. Dung chi tién vao ca1 gi do
chi cho ban "mirc v6 nghia" hay "manh gidy." Nhiéu
ngudi di lam diéu d6 va ho héi tiéc vi diéu d6 khong
giup cho doanh nghiép cua ho hay loi nhuén cua ho.
Nam ngoai, khi t6i & Trung Qudc, modt quan chic didu
hanh noi véi t61 1a cong ti 6ng ta dd dugc danh gid &
CMMI Miic 4 nhung t6i ciing dé ¥ r'flng dé giam chi tiéu,
cong ti d6 ciing dd xoa bo nhom klem thir Va sa thai mdt
s6 nguoi kiém thur vi ho dé khong ' 'viét ma." Nguoi quan
li khac bao t6i rang ong ta lam viéc cho cong ti CMMI
mac 5, khi hoi vé chat lugng phin mém 6ng ta noi:
“Chung t61 van c6 nhiéu 13i trong phan mém ciia ching
t61.” Toi ngac nhién: “Coéng ti CMMI mic 5 ma van c6
nhiéu 15i sao? Diéu d6 1a khong that.” Theo kinh nghiém
ctia t6i véi CMMI mire 5, t6 chirc phai ¢6 chat luong it
nhit bang hay t6t hon 6 sigma. Diéu d6 nghia la
99.9996% san pham phan mém phai khong c6 18i hay
khong qua 3 13i trén mét tridu dong ma. Nhimg tuyén bo
nay cua cac cong ti dugc danh gia & CMMI muc cao da
chang c6 nghia gi véi toi ca.
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Trong nhiéu nam, t6i da dé y t6i s6 cac cong ti
tuyén bd rang ho di duoc danh gia & CMMI muc 5 da
tang 1én kha nhiéu. Duong nhu 1a c6 canh tranh trén
khap thé gi6i vé cac mirc CMML Khai niém rang “Néu
cong ti ban co6 chimg chi CMMI mirc 5 thi cong ti toi
cling mudn c6 no nira” chi giap cho cac nha tu van, dac
biét cac nha tu van "khong dao dirc may" lam tién. Xin
lwu ¥ rang Vién ki nghé phin mém - Software
Engineering Institute (SEI) tai Carnegie Mellon KHONG
"x4c nhan" bat ki cong ti nao va KHONG c¢6 "chimg chi
CMMI" nao du la bat ki cai gi. "Chimg chi" dugc ban
hanh bai nha tu van va nd chang lién quan gi téi SEL

Vi ban 14 ngudi chu cua cong ti, toi chic ban quan
tam t6i doanh nghiép ciia ban va mudn cai tién né. Tuy
nhién, c6 nhiéu diéu ban c6 thé lam va diéu d6 khong
can t&i nhidu tién. Loi khuyén cua t6i 1a: “Néu ban mudn
dau tu, xin dau tu vao nguoi riéng cua ban. Cung cip
dao tao tt hon, gitip cho ho cai tién ki nang ciia ho, tao
ra moi truong lam viée t6t hon va ding do do dé xéc
dinh can nguyén ciia van dé va stra ching. Xin nhé cho
la CMMI chi 1a m6 hinh, chinh ban méi lam cho md
hinh d6 hoat dong bang quyét tim lam cai tién thuc xay
ra."

Cii tién thue

Sau khi ding bai “Cai tién qui trinh v6i CMMI,"
t6i nhan dugc nhidu emails hoi vé “Cai tién thuc” va lam
sao ho biét réng cong ti cua ho thuc sy dugc cai tién?
Cho nén sau ddy 1a cach nhin cta t6i vé “Cai tién thyc."
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Cai tién thyuc c6 thé dugc do bang nhiéu thir nhu
ting ning sudt va chit luong, hai long cua khach hang
t6t hon, it 16i hay 1am lai viéc, va loi nhuan va thi phan
cao hon. Néu cong ti cua ban c6 "Cai tién thuc," ban s&
dé y ning suét tang 1én, chinh 1a s6 luong céi ra cia san
pham 1am viéc tinh theo kich c& ddi véi sé cong nhan da
cho va thoi han dy an. Chang han trudce bat ki cai tién
nao, mot to mudi ngudi ¢ thé viét 10 000 dong ma mot
thang. Sau cai tién, cung to d6 co thé viét 15 000 dong
mi mot thang vAy ning suét clia ban da tang 1én 50%.
Cai tién thuc khong phai 1a cai gi d6 triru twong ma co
thé 1a diéu don gian nhu it 16i hon trong san pham phan
mém. Ban c6 thé giam s6 16i bang viéc danh nhiéu thoi
gian hon cho pha yéu ciu bang lam viéc chat ché voi
khach hang dé hiéu nhu cau ctia ho; 1am tai lidu yéu cau
br:ing viéc dung kich ban use case va tham tra lai voi
ngudi ding dé cé yéu cau chinh xac hon; dung ban mau
dé 1am sang to thiét ké va KHONG véi vang nhay vao
viét mi. Ban cang c6 nhiéu phién kiém diém véi to, ban
cang co it 16i hon. Pén cudi, ban dat t&i chat lugng san
pham t6t hon.

Vi nhiéu du 4n thuong bo 16 cac cot mbc va lich
biéu, ban c6 thé cai tién nd bang viéc c¢6 ciu tric phan
viéc tot hon trong khi chia yéu cau thanh cc nhiém vu
chi tiét nho hon, di nho dé ban c6 thé 1ap ké hoach va
theo ddi chung trén co s hang tudn. Toi bao gid ciing
khuyén sinh vién chia cic yéu cau I16n thanh cic nhiém
vu nho hon dé ho c6 thé hoan thanh trong quing 32 gid
(mot nguoi- tuan). Néu cai gi xdy ra gy ra cham tré, s&
dé stra chita mot nhiém vu nho hon 13 nhiém vu 16n. Ban
cling co thé cai tién lich biéu béng viéc ¢o udc lugng tbt
hon (nd lyc, thoi gian, chi phi) va can ximg tt hon giira
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ki ning va cong viéc. Dung chi phan cong bat ki ngudi
phat trién nao cho bat ki nhiém vu nao mdt cach ngau
nhién. Luc bit dau ciia moi du 4n, ban phai biét ki ning
va kinh nghiém cua tirng ngudi phat trién dé cho ban c6
thé phan cong ho vao nhiém vu tuong tmg. Diéu ciing rat
quan trong 1a tién tuc cung cdp dao tao dé giit cho ki
nang cua ho dugc cap nhat. bé duy tri phén mém chat
lugng cao (tinh bao tri dugc) ban nén chia thiét ké thanh
cac md dun nho hon dé dé sira va bao tri. Ban phai chic
nhitng m6 dun nay c6 nhiéu chd thich va tai liéu tét, dic
biét 1am tai liéu cho bat ki thay d6i nao dé sanh dung véi
ma.

C6 nhiéu diéu ma ban c6 thé dat t6i "Cai tien
thye.” Piéu tot nhat 1a cai tién ki nang cliia nguoi phat
trién dé tuan theo qui trinh dugc xac dinh tot cho moi du
an. Van dé s6 mot v6i phat trién phin mém hién thoi 1a
ngudi phat trién voi vang lao vao mé va khong danh du
thoi gian trong pha yéu cau va thiét ké. Van de khac 1a
nhiéu ngudi quan li du an khong duoc dao tao t6t. Nhiéu
nguoi dugce dé bat t6i chirc vu d6 ma khong c6 dao tao
chinh thirc. Theo ¥ kién t6i, dau tu tot nhat mot cong ti
c6 thé 1am 1a dau tu vao nhan vién riéng ciia ho bang
viéc c6 dao tao thém trén co s déu dan. Ngay nay, phan
16n cac cong ti ph?ln mém dang canh tranh trong hai khu
vuc. Mot khu vue vé kinh doanh (phat trién san pham va
dich vy) va mot khu vuc vé tai nang dugc can dé thuc
hién nhiing viéc d6. Thanh cong cua cong ti trong kinh
doanh dugc xac dinh bdi thanh cong cua nod trong khu
vue tai nang. C6 nhan vién c6 ki ning nhat s& dem lai
san pham va dich vu chét luong cao hon. Thay vi hoi tu
vao cai gi do "triru tuong" nhu tra tién cho nha tu Vén dé
cho ban "chting chi" néi rang cong ti ciia ban 13 "rat tot,"
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ban c6 thé hoi tu vao cai gi d6 "don gian" nhu nhan vién
riéng ctia ban. Béi vi c6 thiéu hut tram trong ngudi c6 ki
nang trén khip thé giéi dong thoi cong nghé dang thay
d6i nhanh chong, ban phai hoi tu vao phat trién nhan
vién riéng cua ban. Vi tri thirc duoc can dé dung san
pham va cung cip dich vu ting 1én cing céng nghé mai,
viéc thu nhan va gitt nhan vién c6 kinh nghiém tr¢é thanh
mau chdt dé cai tién thi phﬁn va logi nhuan. Nguoi chu
cong ti gidi phai biét rang ning lyc ctia ho dé canh tranh
trong cong nghiép co lién quan truc tiép t6i nang luc cia
ho dé hap din, phat trién, thic day, to chic va duy tri
nguoi c6 ki nang cao.

C6 nhén vién c6 ki nang 1a quan trong hon chi 1a
thué va gitr ho. Ban phai phat trién ho bang viéc dam bao
rang ho c6 dao tao tot nhat dé xay dung ki ning méi ma
thi truong can. Ngay nay phan 16n cac dai hoc déu c6
chuong trinh dao tao twong tw cho nén phan 16n céc sinh
vién tot nghiép c6 ki ning twong tu. Piéu tuy thudc &
dao tao cua cong ti 1a tao ra khac bi¢t. Chuong trinh dao
tao t6t co thé phat trién sinh vién méi tt nghiép trung
binh thanh nhan vién c6 ki nang cao. Trong thi truong
canh tranh cao nay, nhiéu cong ti dang x6 vao lam nhiéu
diéu khac nhau, nhay tlr y tuong "triru tuong" nay sang y
tuong "phirc tap" khac ma khong biét rang cai tién thuc
la cai gi d6 don gian va theo nghia thong thuong.

Cdi tién qui trinh-1

Nam ngodi, to1 da tién hanh mot khoa dao tao cai
tién qui trinh ¢ Bac Kinh cho vai nguoi chu cong ti phan
mem. Sau day la tom tat vé khoa dao tao do:
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Phan 16n nhimg ngudi phat trién khong mudn thay
ddi cach ho lam viéc. Mot khi ho hoc duoce cai gi do, ho
bam 1dy nod. Néu ho duoc dao tao vé 1ap trinh, ho bam
liy 1ap trinh. Do 13 i do tai sao nhiéu ngudi _phat trién
thuong bit dau bang Vlet ma va bo qua yéu cau va thlet
ké. Cho du ho biét v& vong doi phat trién phidn mém
nhung ho vin nhay vao viét ma vi phan 16n ho duogc day
sudt ba nam 1ap trinh trong dai hoc nhung chi vai thang
vé vong doi phat trién. Do d6 1ap trinh trd thanh théi
quen va ki ndng cua ho.

Phan 16n ngudi quan 1i khong mudn thay do6i cach
ho lam viéc. Mot khi ho hoc cai gi do, ho bam léy no.
Néu ho duoc dio tao trong quan li, ho bam ldy quan Ii.
Do 1a i do tai sao nhiing ngudi quan 1i bao gio ciing
thuong bat dau bang lich biéu va bd quén qui trinh, uge
luong, chat luong va nd lyc. Cho du ho biét vé vong doi
phat trién phan mém nhung ho van hoi ty vao lich biéu
bai vi phan 16n ho dugc day trong chuong trinh MBA
rang dap tng lich bleu la quan trong. Truong quan li
kinh doanh chi day vé tai chinh, tlep thi nhung hiém khi
nhic téi chat luong. Do d6 chuyén giao san pham theo
lich biéu dé duoc tra tién tré thanh thoi quen va ki nang
cua ho.

Thay d6i théi quen cta nhitng ngudi “viét ma
trude, hoi cau héi sau” thanh ai do tuan theo qui trinh 1a
rat kho. Thay d6i thoi quen ciia nhitng nguoi wa thich
“dap tng lich biéu trude, hoi tu vao chat lugng khi ban

¢ thoi gian” thanh ai do biét cach 1ap ké hoach, cach
udc luong, cach thuong luong, tuan theo qui trinh, la rat
kho. b6 1a 1i do tai sao cai tién phan mém hiém khi xay
ra trong cong ti phan mém.
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Théach thirc 16n nhat cho bat ki cai tién qui trinh
nao 1a vuot qua nhitng théi quen xdu d6. Khong chi
nguoi quan li phai quyét tam lam cho cai tién xay ra ma
ho phai san long thay d6i cach nghi riéng cua ho va hoc
vé qui trinh cai tién. Néu nguoi quan li khong thay do6i
trude thi khong cai gi s& thay doi. Pay 1a li do tai sao
nhiéu cong ti thé da that bai vi ngudi quan li tin ngudi
phat trién phai thay d6i nhung ho khong phai lam gi ca.
Ho sin long tra tién cho nha tu van dé day cach lam tai
lidu cho nhiéu qui trinh va hi vong rang cai tién s& xay ra
vi ho khong phai 1am gi may bén canh viéc ra 1énh cho
ngudi phat trién 1am nhiéu viéc hon.

Khéng c6 cip quan li nhin vao trong va thay doi
cach nhin ciia ho, cai tién s¢ KHONG xday ra. D& thay
cach nguoi khac phai thay doi, khong dé thé dé cho ban
than ho thay d6i 12 van d& 16n nhat trong hau hét cac
cong ti phan mém. Trong nhiéu nim, t6i di quan sat
nhiéu nd lyc cai tién phan mém thét bai vi nhiing ngudi
quan li khong hiéu viéc "tu thay d6i" co ban nay. Lam
sa0 ngudi phat trién c6 thé cai tién duoc khi toan thé qui
trinh phét trién dya trén “lich biéu hi vong” do ngudi
quan li ra Iénh. Lam sao cai tién co thé xdy ra khi thai do
chung 1a: "BPé cho du 4n xong da, dap ung lich biéu
trude roi 1am cai tién sau."

Mic dau cai tién phan mém co thé 1a quan trong,
no6 1a khong cép bach, khong phai 1a wu tién cao nhat,
cho nén né thuong bi bd qua. Nhiéu 1an, cong ti chi
mudn co chimg chi mirc CMMI. Ho tra tién cho tu Vén
to1, cung cap cac khoa dao tao, tién hanh danh gia, roi
cap cho mot manh gidy nhu “DPugc chimg nhan CMMI
murc 3.” Sau d6 moi sy s€ trd lai binh thuong nhu khong
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cai gi xay ra. Khi ma nguoi chii cong ti con tin rang d6 1a
tt ca moi diéu ho can thi cai tién chi 1a "trd choi tdn
tién" ching c6 két qua gi.

Cai tién thuc phai toi v6i két qua do dugc. Néu
chat luong 13 quan trong, két qua phai dugc do theo chat
lugng. Néu lich biéu 1a quan trong thi két qua phai 1a ¢
chd moi dy 4an phai dap tng lich biéu. Néu lgi nhuén la
quan trong thi két qua phai duoc do bang loi nhuén tbt
hon cho nguoi chi. Cai tién 1a vé thay d6i cach toan thé
cong ti tién hanh kinh doanh dé dat t6i muc dich nao d6
ma ngudi chu cong ti udc ao. Néu nguoi cha udec mudn
c6 manh gidy ching nhan riang cong ti dugc danh gia ¢
“CMMI mirc 3” thi cong ti s€ nhan dugc nd sau khi tra
nhiéu tién cho "nha tu vin v6 dao dtrc." Khéng may, tinh
hudng x4u nay di xay ra trén khap thé gioi.

Nam ngoai, khi t61 gép mot 5O nguoi chu cong ti
phan mem ho bao toi rang ho da doc cudn sach cua to1
ve cai t1en phan mém (nh1eu sach cua t61 da dugc dich
sang tleng Trung Quoc) va dong ¥ voi cach nhin cua t61
ve cal tién thuec. Nhleu nguoi bao toi rang ho da khong
tra tién cho nha tu van dé cho ho “ching chi” voi hi
vong rang ho s& nhan duoc nhiéu kinh doanh hon tir Mi
va chau Au. Cubi cing nhiéu cong ti phuong tay da t6i
cong ti cua ho dé tim hiéu co hoi kinh doanh. Tuy nhién,
tat ca cac cong ti nay déu tién hanh kiém diém r1eng cua
minh dé tham tra “két qua da dugc chung nhan.” Sau do
ho khong bao gio nghe noi gi vé céc cong ti do. Vé sau,
ho tim ra rang nhing cong ti ndy di quyét dinh lam kinh
doanh vo1 cac cong ti khac & nude khac.

Khi nhimg nguoi chii nay thdy rang toi da day ¢
Pai hoc Thanh Hoa, ho yéu cau cudc gap go voi toi vi
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t6i 12 mot trong céc tac gia cia CMMI. Téi dong ¥ giup
ho béng viéc 1am budi tap huin tai Thanh Hoa noi ho
phai tudn theo mot sd chi din dé hoc vé "cai tién qui
trinh thuc."

Dau tién t6i yéu cau ho viét ra vién kién vé cong ti
cia ho va diéu ho muédn dat t&i trong nam tdi1 chuc nam
t61. Piéu nay khong d&, nhiéu ngudi chu 6 y tudng nao
do trong dau nhung chua bao gio thyuc té viét ching ra
trén gidy. Toi giai thich rang vién kién 13 phét biéu chinh
xac xac dinh ra cai gi, tai sao va ai tor quan diém doanh
nghiép. No thiét 1ap dich va muc tiéu doanh nghiép c6
lién quan t&1 cach cong ti van hanh. (Cong ti 1am kinh
doanh gi? Tai sao ban mudn cai tién? Ai s& chiu trach
nhiém cho cong ti? Ai la khach hang cua ban? Cong ti
cta ban lam cai gi cho khach hang? Li do nao ma khach
hang mudn l1am kinh doanh véi cong ti cia ban? Trang
thai moi truong van hanh s€ 1a gi? Lam sao cong ti cua
ban dugc phan biét trong thi trudong toan cau? Muc dich
cua cong ti la gi? Lam sao ban do dugc muc dich ctua
ban? V.v.).

Nhiéu nguoi ngac nhién rang diéu d6 chang lién
quan gi toi CMMI hay bat ki khia canh ki thuat nao ma
ho mong doi t61 khuyén ho. T6i bao ho rang khong c6
vién kién va muc dich 5 rang, moi nguoi s€ bi 1an 16n va
khong biét 1i do tai sao ho can cai tién qui trinh. Trong
qué khtr, nhiéu ngudi phét trién dugc bao phai tuan theo
chi ddn CMMI nio d6 nhu lam tai liéu qui trinh nhung
ho khong biét tai sao. Ho d lam diéu ho dugc bao va sau
khi hoan thanh tai liéu qui trinh dai dong, ho cét no 1én
gia dé trung bay nhung thoi quen cua ho khong bao gio
thay d6i. Ho tiép tuc bam l1ay diéu ho biét rd nhat — viét
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mi va khong cai gi thay dbi trong cong ti cho nén cai
tién that bai.

Cii tién qui trinh-2

Dé cai tién, cong ti phai ¢ vién kién 1d rang dé
trao d6i v6i moi nhan vién vé chidu hudéng ma ngudi chit
mudn di. Khong ¢ diéu d6, moi ngudi co thé bi 1an 16n
vién kién va co thé quyét dinh di vao cac hudng khac
nhau. Sau khi ngudi chi da hoan chinh vién kién cua ho,
to1 yéu cdu ho viét ra muc dich doanh nghiép cua ho.
Phan 16n moi nguoi viét ra vé giam 161, tang loi nhuan,
lam ra nhiéu tién hon, c6 nhiéu khach hang hon, m¢ rong
doanh nghiép toan cau v.v. Roi toi yéu cau ho vé diéu s&
cho phép ho dat t6i nhiing muc dich nay. TAt nhién, cau
tra 101 dién hinh 13 c6 san pham va dich vu ¢ chat luong
vi chit luong 1a diéu ho c6 trong dau. Cau hoi tiép cta
t6i 1a ho can gi dé x4y dung san pham chat lugng?

Sau vai thdo luan gitta cic nhom, két luan cubi
cung la “Tri thuc va ki nang." T61 hoi ho: “Ho thu nhan
nhitng diéu nay & d4u? Sinh vién dai hoc c¢6 nhimg ki
ning nay khong? Cac dai hoc c6 day vé ki nang cai tién
khong?” Néu sinh vién t6t nghiép di co nhiing ki nang
nay thi tai sao cong ti khong c6 san pham c6 chat lugng
va phai cai tién? Cho nén chiing ta di xudng li do chinh
ctia théi quen xau nhu nguoi phat trién khong tuan theo
qui trinh dwoc xac dinh. Théi quen x4u cua viéc bo qua
cac pha va nhay vao viét ma. Thoi quen x4u cua ngudi
quan li thiét 1ap lich biéu ma khéng udc luong v.v. Toi
giai thich cho ho rang khi du an khong c6 qui trinh ma
no s& ding, nguoi phat trién s& lam bat ki cai gi ho
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muén. Dén cudi, ho s& danh nhiéu thoi gian vao viéc stra
16i va khong c6 thoi gian dé cai tién phan mém. Khi du
an duong nhu truot lich, moi nguoi déu hoang hét.
Nguoi phat trién s& hoi tu vao cong viée ca nhan cua
riéng minh dé chic rang néu cai gi d6 xay ra, d6 khong
phai 14 161 ctia ho. Khi cac thanh vién t6 khong lam viée
cung nhau va rat lui khéi twong tic voi nhau, viée diéu
phéi du an s& that bai. Khi su viéc thanh toi t8, moi
ngudi s& bo qua nhimng diéu nhu kiém thir, tich hop v.v.
lam nay sinh san phdm chat luong thap. Khi khach hang
phan nan vé 13i, cong ti phai sira chung. S& tén kém
nhiéu dé sira 161 sau khi dwa ra cho khach hang. Hau qua
la chi phi cao hon, thoi gian dai hon, khach hang gian
dir, nguoi phat trién that vong, va nguoi chi mét tién.

C6 bang chimg rang cac cong ti hoi tu vao qui trinh
da dat t6i sy hai 10ng cta khach hang, dap tng lich biéu,
chét luong cao hon va lgi nhuan nhiéu hon. Néu nguoi
phat trién chi nhan duoc dao tao ki thuat trong dai hoc
thi ho s& can dao tao thém vé ki luat tuan theo qui trinh.
Ho phai hiéu ich lgi ctia qui trinh cho nén dao tao qui
trinh la quan trong. Tuy nhién, dé thay doi thoi quen, dao
tao phai bét dau tir cap quan li trude. Néu nguoi quan li
thay d6i thoi quen, moi thtr s& thay d6i boi vi ngudi phat
trién s& tuan theo chi dao cta ho. Tat nhién, ddi thoi
quen moi nguoi, nhitng ngudi ua thich "dap ung lich
biéu trudc, hoi tu vao chat lwong khi ho c6 thoi gian"
thanh ai d6 biét cach 1ap ké hoach, cach udc luong, cach
thuwong lwong 1a khé nhung moi dao tao déu phai bat dau
véi cp quan 1.

Diéu nay duong nhu 1a didu ngac nhién 16n véi
nhiéu nguoi chil. Nhiéu nha tu van thuong hoi tu dao dao

132



tao ngudi phat trién vé cach 1am tai lidu qui trinh cho nén
c¢6 nhiéu cau hoi va thao luan vé cach tiép can nay. Tbi
giai thich cho ho rang c6 qui trinh duoc lam tai lidu s&
chi giiip cho cong di qua dugc danh gia CMMI nhung
khong thay d6i théi quen xau cua nhan vién. Vi hoat
dong 1am tai lidu ton thoi gian, thudng vai thang hay doi
khi vai nam, trong trudng hop d6 nha tu van c6 thé lam
dugc nhiéu tién hon. Pé lam cai tién thuc xay ra, cip
quan li phai ra quyet dinh ding bang viéc de ban than ho
1a "tdm guong" cho nhimng nguoi phat trién di theo. Néu
ho khéng thay dbi thoi quen xau cua ho, khong cai gi s&
Xay ra va trong tinh hudng nay, diéu nay s& 1am ra khac
biét gitra thanh cong va that bai.

Li do 1a trong hoat dong cai tién, cip quan li phai
1ap ki ludt cho nhitng ngudi pha ludt hay nhimg nguoi tur
chdi tuén theo qui trinh. Dleu quan trong cho cong ti la
dit ra qui tic méi cho cai tién qui trinh va diéu do phai
bat dau tir cap quan li. Tat nhién, lap ki luat dung 1 dé
hon dugc thyc hién, va d6 1a vin dé nhay cam. Néu
nguoi quan 1i khong tuan theo qui trinh, ho ¢ thé ¢é thoi
gian kho khan khi 1ap ki luat cho ai d6 lam cung diéu do.
Chang han, néu mot ngudi phat trién bo qua thiét ké va
nhay vao viét ma, nguoi quan li phai ra quyet dinh vé
cach xur tri véi tinh huong nay. Diéu gi xay ra néu ngudi
quan 1i ciing dat lich biéu dua trén truc giac thay vi tuan
theo qui trinh wéc lugng? Nguoi phat trlen c6 thé cai
rang vi lich biéu khong duoc ude luong tot va qua ngin,
nguoi d6 khong co thoi gian dé tudn theo vong doi phat
trién. Nguoi d6 phai bo qua mot sd pha chi dé lam cho
cong viéc cia minh dugc thyc hién xong. Trong nhiéu
cong ti phan mém, nguoi phat trién thudng nghi rang ho
c6 thé pha luat va lam bt ki diéu gi nguoi d6 mudn lam
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chimg nao ho van lam cho cong viéc cua ho dugc hoan
thanh. Day Ia thoi quen xau phai duogc thay ddi néu cong
ti mudn cai tién. Néu nguoi quan li khong tuan theo qui
trinh, nhitng thanh vién t6 khac s& cha y toi diéu do, va
ho s& tr& nén khong bang long. Néu ho cam thiy réng
nguoi quan li khong thay dbi, ho s& nghi ho cling ¢6 thé
lam cung diéu do. Dleu nay c6 thé lam yéu di nang luc
ctia cong ti dé cai tién.

Pé bat dau cai tién qui trinh, ngudi chu phai dat
chiéu huong rd rang. Khong ai dugc & trén qui tic, ngay
ca ngudi quan li ciing khong duoc. Néu ho lam sai, ho
phai chiu cing ki luat duoc giang cho ngudi phat trién.
Diéu nay tao ra méi trudng cong bang noi moi nguoi
cam thdy binh dang. Tt nhién, cach ngudi chu lap ki
luat cho nhan vién 14 quan trong. Ho khong mudn qué
khit khe néu diéu d6 14 khong can thiét. Néu ho lam diéu
nay, nhan vién sé& so ho. Cai tién khong nén 1a cai gi d6
ma ho so nhung 1a cai gi d6 ho can.

Theo y kién riéng cua toi, diéu quan trong nhat
trong ci tién qui trinh 1a khuyén khich hay thuong dé
dat t6i myc dich. Véi khuyén khich dii, moi nhan vién s&
lam viéc cham chi dé lam cho su viéc xdy ra. Ho s& danh
thoi gian cua ho, nd luc cua ho dé gitp ngudi quan 1i
thanh cong. Dy 1a chd t6i quay lai dit muc dich doanh
nghiép vé cai tién. Muc dich kém nhét 1a dat toi murc
CMMI vi nd khdng ngu ¥ gi cho bat ki ai. Muc dich thuc
phai 1a cai gi d6 do duoc va "thuc" nhu giam 16i 20%
mdi nam, cai tién sé cac dy an dap tng lich biéu 1én 50%
trong hai nam v.v. Cai gi do don gidn ma moi nguoi co
thé hiéu dugc. Chang han, hom nay 15i trung binh 1a 20
16i trén mot nghin dong ma 1énh va néu ti 18 15i trung
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binh giam di trong nim nay dén 20%, moi nhén vién ¢
thé co diém thudng vao cudi nim. Diém thuong co thé 13
béng tlen hay vai ngay nghi phu thém, cai gi d6 nhén
vién muébn. Vi khuyén khich dung, moi sy s¢ thay doi.
S€ ¢o stre ¢p trong cac nhén vién de giam 5O 101 nguoi
phat trién s& giam sat thanh vién t6 dé chic rang moi
ngudi s& tuan theo qui trinh va kiém thir mi coa ho mot
cach can than. Néu nguoi quan 1i yéu cau kiém diém
nhiéu hon dé nhan dién va sira 16i, nguoi phét trién s&
kiém diém can than diéu ho lam bai vi khong muén 1a
"ké lam hong" ngudi ngdn can moi nguoi dugc nhan
khuyén khich. Pay 1a chd thay d6i théi quen x4u xay ra
vi nguoi phat trién mudn quan sat 1an nhau va nhic nhé
ho vé viéc tuan theo qui trinh.

Véi nguoi chu ngudi thue sy mudn cai tién doanh
nghiép cta ho, ho can cén nhéc cai tién nhu cai gi d6 co
vu tién cao boi vi d6 1a quyét dinh doanh nghiép chur
khong phai quyét dinh ki thuat. Dé cai tién, moi ngudi
trong cong ti phai dam nhiém dé hoan thanh nhiém vu
cta ho. Nguoi chu cong ti phai manh trong céc thong
diép rang nhiém vu cai tién 1a quan trong va phai khong
dugc dé tré. Chi v6i tim quan trong va chi dao khan thiét
tir cAp cao nhat cta cong ti va voi khuyén khich duang,
moi ngudi s& lam viéc can cu dé thay d01 thoi quen xau
cua ho. Khi nhitng diéu nay xay ra, cai tién s& xuat hién.
Dé lam cai tién thyc xay ra, nguoi chii va ngudi quan 1i
phai thtra nhan re“mg nhiém vu dau tién cua ho 1a thay ddi
ban than ho khoi thoi quen x4u. Roi didu d6 c6 thé dua
t6i thay doi 16n lao. Bang khong viéc cai tién phan mém
s€ khong duoc thyc hi¢n.
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