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Chuaong 2:
M6 hinh té chirc QLDA
va quy trinh QLDA

TS. Nguyén Bing Hau

2.1 Cac thanh vién tham gia du an

O Can phai xac dinh cac thanh vién tham
gia du an, vai tro, chi'c nang nhiém vu va
moi quan hé du an
B Chu dau tu (khach hang)

BQLDA’

Giam dobc du an

CO van trudng

Cac thanh vién tham gia du an

Doi tugng hudng thu du an

Cac cd quan quan ly chirc nang

O 'rl;tr dd hinh thanh mé hinh té chic thich

op
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Vai tro va nhiém vu cta Giam doc du an

I o o [ o I 6 O

L&nh dao, chi dao viéc xay dwng ké hoach thyc hién
dy an trong su6t qua trinh dy an

Trinh I&nh dao cép trén phé duyét dé an

B&o cao tinh hinh trién khai tién dé dw an

DPap rng cac yéu cau thay dbi dy an

Hb tro cac thanh vién dy an

Giai quyét noi khé khan vwéng mac

La ddu méi dé lam viéc véi nha tai tro, khach hang
Té chire cac cudc hop dinh ky

Lam bao céo cubi cung

Quan Iy dy an CNTT- Ch2 3

Vai tro va nhiém vu cac thanh vién thuc
hién du an

O
O

OO0

Thuc hién cac ndi dung ky thuat cda du an
Pua ra cac y tudng nang cao chat lugng
san pham, rut ngén thdi gian, giam chi phi
V.V.

Dam bao hoan thanh nhiém vu dugc giao
dung han

Bdo cdo cac van dé phat sinh cho Team
Tham gia vao qua trinh lap k€& hoach

Bdo cdo ti€n do6 du an

Quan ly du &n CNTT- Ch2 4
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Vai tro va nhiém vu cua khach
hang trong du an

Lam ro cac yéu cau cua minh cho déi du an
Xem xét va phé duyét bé An (Charter)

Tham gia cung vdi td du dn & nhung noi can
thiét

Théng bao cho lanh dao du an vé nhiing thay
doi trong moi trudng anh hudng dén san pham
Théng qua nhutrg thay d6i can thiét

Xem xét cac bao cdo thuc hién du an

Phan hoi lai cho PMU

Péanh gid san phdm ban giao

o000 O OO0

Quan ly dy an CNTT- Ch2 5

2.2 M6 hinh t6 chdc QLDA

O M& hinh t6 chifc phan anh méi quan hé gilra
cac dan vi thanh vién cua DA’
O VGi hoat dong dau tu ndi chung co:
B MO hinh chu dau tu truc ti€p QLDA
m M6 hinh PMU
B MO hinh chia khoa trao tay
O VGi hoat dong dau tu trong moét daon vi,
doanh nghiép cé 3 mo6 hinh cd ban
B M6 hinh M6 hinh t& chirc theo chic ndng
B M6 hinh t& chic theo du &n
B M6 hinh t8 chiric theo ma tran

Quan ly du &n CNTT- Ch2 6




MO HINH CHU BAU TU TRU'C TIEP THUC HIEN DY’ AN

Cha dau tw
A
' ' '
Cac don vi Cac don vi Cac donvi
thwe hién DA thwc hién DA thwc hién DA
Quan ly dy an CNTT- Ch2 7
N \
Mo hinh PMU
Chu du an
BQL DA’ C6 vén
Cac don vi Cac don vi Cacdon vi
thuc hién du an thuc hién du an thuc hién dy an

Quan ly du &n CNTT- Ch2 8




Cac md hinh t6 chic quan ly DA

Functional Matrix Project-based

PG,(J_‘:;I MGR M(riR MGR _Phr::écét ﬁ ﬁ “

1 =R =t [ 17
EA N AR Mfﬁ

C

Quan ly du an CNTT- Ch2 9

Tac déng clia md hinh t6 chic 1én du an

Organization Matrix

Project Type Functional Projectized

Characteristics Weak Matrix Balanced Matrix Strong Matrix

Project Manager’s . - Low to Moderate High to

Authority Litde or None Limited Moderate to High Almost Total

Percent of Performing )

Organization’ Virtually 0-25% 15-60% 50-95% 85-100%

rganization’s N - | - -

Personnel Assigned one

Full-time to Project Work

Project Manager's Role Part-time Part-time Full-time Full-time Full-time
Project Project Project Project Project

?:?:_:IRHE:% f:; Role Coordinator/ Coordinator/ Manager/ Manager/ Manager/

! age Project Leader Project Leader Project Officer Program Manager | Program Manager
Proje_cf Mar_lagemem Part-time Part-time Part-time Full-time Full-time
Administrative Staff

Quan ly du &n CNTT- Ch2 10
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M6 hinh QLDA’ hay gap: chudc nang

GD/
GD du an
P. KH/QL P.KT/QL P.TC/QL P.CB/Tuyén
K& hoach DA ky thuat DA Tai chinh DA Nhan luc
Uu diém: Nhugc diém:

- Linh hoat - Kho xac dinh trach nhiém
- Tan dung dugc chuyén mén - ThGi gian dap &rng cham
- It bi trung 13p - Kho tich hgp
- Khéng phat sinh chi phi VP

Quan ly dy an CNTT- Ch2 11

MO hinh quan ly theo du an

O Uu diém
B Phan biét ro quyén han va trach nhiém
B Cai thién dugc van dé truyén thong
B Co kha nang tich hgp murc d6 cao
O Nhugc diém
B Tach biét du an khoi cac bo phan
B Tinh tam thdi khdng 8n dinh

Quan ly du &n CNTT- Ch2 12




2.3 Ngudi quan ly du an

O Vai tro cua ngudi QLDA: ngudi chiu
trach nhiém cudi cung vé cho du an,
diém tiép xuc duy nhat vSi bén ngoai
du an, giai quyét cac van dé trong du
an, tich luy tai san tri thic va huan
luyén thanh vién, lanh dao moi ngudi

hoan thanh nhiém vu

Quan Iy dy an CNTT- Ch2 13

Nhiém vu cua ngudi QLDA

Xac dinh pham vi dy an
Xac dinh ngudi tham gia du
an, ngudi quyét dinh va cac
thd tuc can thiét dé thong
qua

O Xay dung cdu tric dau viéc
(work breakdown structures
- WBS)

Uéc lugng thai gian

Xay dung biéu d6 GANTT
quan ly du an

Xac dinh ngudn luc va ngan
sach cta du an

(m|

oo
O O O o0o o o d

O

Dbanh gia cac yéu cau cua dy
an

Xac dinh va danh gia rui ro va
xay dung ké& hoach du phong
Xac dinh sy phu thudc 1an
nhau cac dau viéc

Xac dinh va theo d&i cac dau
méc thdi gian quan trong
Tham gia xem xét cac giai
doan cua du an

Dam bao ngudn lyc thuc hién
du an

Quan ly cac qua trinh kiém
soat thay déi

Bao cao tinh hinh thuc hién
du an

*Northwest Center for Emerging Technologies, "Building a Foundation for Tomorrow: Skills Standards for Information Technology,"Belleview, WA, 1999
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O O O O OO0

Cac ky nang can c6 cua ngudi QLDA’

Ky ndng truyén thong: 1dng nghe, thuyét phuc
Ky néng t& chirc: 14p k& hoach, thiét 1ap muc
tiéu, phan tich

Ky nang xay dung nhém lam viéc: nhiét tinh,
nang dong, tinh than déng doi

Ky ndng Ianh dao: gudng mau, nhiét tinh, cé
tam nhin, biét giao nhiém vu

Ky nang ng xu: Linh hoat, sang tao, kién
nhan, bén bi

Ky nang chuyén mén: Kinh nghiém, kién thirc
du an

Quan Iy dy an CNTT- Ch2 15
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So sanh cac dac trung quan trong nhat
NHA QLDA HIEU QUA KO HIEU QUA

Iéf%'?]gao bang tam O Khdng phai la tam

Co tam nhin guadng hoc tap

C6 uy tin vé ky thuat - Kh_oNng ‘?UVet d(_)?n 5
Quyé&t doan O Thiéu kinh nghieém ky
Truyén dat tét thuaE )

DPong vién dc moi ngudi O TruAyen qfit kgm X
Cé thé quan ly cap cao O Khong biet cach dong
HO trg cac thanh vién

trong nhém

Khuyén khich cac tu

tudng mai

Quan ly du &n CNTT- Ch2 16




So sanh vi tri QLDA’ va QL ki thuat

O Lap k& hoach du an O Yéu cau hé thong
O Udc lugng va lap lich O Phén tich hé thdng
O Theo ddi va kiém sodt O Thiét k& hé théng

dy an O Thiét k& chuang trinh
O Quan li thay doi O Kiém the don vi
O Quan li chat lugng O Kiém ther tich hgp
O Lién hé cdp quan li O Kiém thd hé thdng
O Lién hé khach hang O Lam tai lieu
O K&t thuc du &n O Huén luyén
O Danh gid du an

Quan Iy dy &n CNTT- Ch2 17

2.4 VVong ddi cua cua mot du an

O Chu ky hay vong dgi cia mot DA la bao gém
mot s6 cac giai doan (phase) cua DA dung dé
xac dinh su bat dau va két thuc du an

O Cac giai doan DA sé& thay d6i theo tirng du an,
theo nganh. N6i chung 1 du an CNTT thudng
bao gobm mot s giai doan sau:

B Hinh thanh y tudng du an, xac dinh du an

Lap k& hoach du an

Thuc hién du an

Nghiém thu, ban giao

banh giad du an

Quan ly du &n CNTT- Ch2 18
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Sco d6 vong doi cua mot du an

Effort &
Resonrces
Required
r
Execute
project
Plan Close
Define : plan .
- project project Evaluate
project project
goal
Start Finish
Project Time Line
Cac moi quan hé vong dai
Business Life Cycle
Policy MNeeds Project Product in
Planning | Identification | Conception Realization Service Disposal
EProduct LifeiCycle
Feasibility Acqusistion Operations Disposal
__,--"'?V’Vl-';uect Life Cycle ’
Concept ‘ Development | Implementation | Termination
Vong ddi kinh doanh
Vong d&i san pham
vong ddi du an
Quén ly dy &n CNTT- Ch2 20
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Phan biét vong d&i du &n va san pham

O Cac du an déu chia thanh cac giai doan (phase). Tap hagp
cac phase cua 1 duan Ia vong dgi cua du an. Két thuc
moi giai doan thudng cé cac san pham phai ban giao

O Vong ddl du an ap dung cho cac du an khong ké du an
lam ra san pham gi. Vong ddl cua san pham sé phu
thudc nhiéu vao ban chat cia san phdm

O Da s cac dy an CNTT I6n thudng dugc chia thanh cac
mot loat cac du an nho. Quan Iy du an dugc thuc hlen
trén tat ca cac giai doan trong vong ddi cia mot san

pham

O Vong dai lam phan mém tap trung vao cong nghé
phan mém, cac qua trinh, cdng nghé dé xay dung va
trién khai cac giai phap IT

Quan ly dy an CNTT- Ch2
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Def_im: Plan Exeaute Close Evaluate
project project project project project
goal plan
Planning Analysis Design Imp]:;g]:nta- M&?l:;;];)r;fc

Quan hé gilra vong ddi du an va SDLC

Project Life Cycle

Systems Development Life Cycle

____________________________________________________________

Quan ly du &n CNTT- Ch2
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Pha 1: hinh thanh du an

O Hiéu rd hdn nhu cdu nghiép vu thuc

O Nghién clru cdng nghé, thuc té cia nod

O Xac nhan vé Igi ich va hiéu qua kinh té

O Udc lugng ngan sach va ngudn luc can &
muc cao

O Nhan dién rdi ro va cac phudng an

O Thuyé&t phuc d&€ nhan dudc phé duyét

O Xac dinh budc tiép

Quan Iy dy an CNTT- Ch2 23

Cac cau hoi can phai tra IGi trong
xac dinh du an

O Quan niém:
m Cai gi can dudc lam?
B Tai sao nd can dugc lam?
B S€ [am noé nhu thé nao?
00 Bao cao tom tat du an

Quan ly du &n CNTT- Ch2 24
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DOCUMENT CONTROL........ccciiieeenenie e
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Reviewers ............
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Theo doi
Thay dai tai liéu

Can cir
Du an

M6 ta tom tat
Du an

Ké& hoach
Du an

Mo ta
coéng nghé

T8 chirc du an

Quan ly dy an CNTT- Ch2

Cac giai doan cua du an

B Xay dung Project Charter

O Pha 2: Xay dung ké hoach du an

m Xay dung k& hoach du &n chi tiét dé thuc

hién du an:

O Pham vi (scope)

O Tién d6 (schedule)
O Ngan sach (budget)
O Ché&t lugng (chan)

Quan ly du &n CNTT- Ch2
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Cac giai doan cua du an

O Pha 3: Thuc hién dy an: Trong ﬁha na?/1
thuc hién va k|em soat qua trinh thuc hién

du éan, vi du cd thé _ap dung SDLC trong

cong nghe phadn mém

Pha 4: Két thuc du an

Pha 5: Banh gia du an

B Danh gia lai toan bd du an

B Danh gid ndi bd cac thanh vién du an

[ El\é;lr&h gia cac thanh vién du an tir phia ngoai

B Danh gia gia tri du an dem lai

B Bai hoc rut ra

oo

Quan Iy dy an CNTT- Ch2 27

2.5 Quy trinh QLDA

O Du an bao gém cac tién trinh d6 la “Mot chu0|
cac hanh dong dua t6i két qua mong muén”
Cac tién trinh cé thé nhém lai thanh 5 nhém:
B Qui trinh khdi dau: nhan thlc phai bat dau va tién

hanh khdi déng.

B Qui trinh 1ap k€ hoach: xdy dung cac ké hoach ngay
Séng chi tIéEC) dé dat dudc muc d%h

B Qui trinh thuc hién: phéi hgp con ngudi va cac ngudn
luc khac dé thuc hién ké hoach

B Qui trinh kiém soat: dam bao thuc hién dugc cac muc
tiéu thong qua gidm sat, do ludng va ti€n hanh hanh
dong hiéu chinh

B Qui trinh két thac: thuc hién két thdc du an theo
dung trinh tu

Quan ly du &n CNTT- Ch2 28

14



Qui trinh quan li dw an

1. Xac dinh Xay dung ban phat Tao ra ban cong
dw an biéu vé cong viéc | 1bb du éan
2. Lap ké Tao cu truc Thwe hién Lén lich biéu Lén ngan
hoach dw an phéan viéc woc lvong [T dy an = sach
1
; ! P Thuc hién
3. To chire Tao ra tai liéu Lap to dy an phan bd
dw an dy an va dua ngudn luc
hoat déng quan i - Xac dinh
tri dw an vao cach quay
tré lai
Lkhongl 1

4. Kiém soat Quanli || Theoddiva || Tiénhanh | A
z o 2\ R o3 A O Lap ke
dw an dy an diéu phdi tien phan tich hoach lai?
l do khac biét 0ach ait
- - Co
5. Ket thuc Két thuc = l =
dw an dw an Xac dinh sta
doi can thiét
Quan ly dy 4n CNTT- Ch2 Thwc hién
stra doi

Cac nhédm quy trinh trong QLDA

kh&i dau ké hoach

Qui trinh
kiém soat

N

" _thuc

Qui trinh
két thuc

m_, “Qui trinh |ab

Qui trinh

hién

Quan ly du &n CNTT- Ch2
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Su chong lan cac nhom tién trinh
v@i cac pha khac nhau

Quan Iy dy an CNTT- Ch2 31

MOi tudng tac gilra cac tién trinh

O Trong mot nhdm ti€n trinh, cac tién
trinh riéng ré sé lién hé vaéi nhau
théng qua: dau vao, cong cu va ky
thuat, dau ra

O Vi du nhu tién trinh 1ap k& hoach,
trong dé rat nhiéu tién trinh con phai
lam. Khi xay dung ké hoach chung ta
phai quan tam tdi.

Quan ly du &n CNTT- Ch2 32
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Cac nhiém vu trong hoat dong khdi

dong du an

= Tao ra ban dé an vé ké hoach
phat trién hé théng

» Lam ban dé nghi va ban giai thich
vé k& hoach phat trién hé théng

« Trinh va nhan dudc két qua phé
duyét dé khdi déng du an

Quan Iy dy an CNTT- Ch2 33

1.

(OV)

Cac nhiém vu trong hoat dong xay
dung ké hoach du an

Lap k€ hoach vé 6.

pham vi
Lap nguyén tdc v,
phat trién hé

L4p k& hoach t& chirc va
nhan vién

. Lap k& hoach mua sam

théng 8. Lap k€ hoach chi phi

Xac dinh pham vi  9- LéB ké hoach dam bao
Lép k& hoach lich chat lugng

biéu 10.Lap k€ hoach quan li rui
Lap k€é hoach ro

nguon luc 11.Hgp nhat k& hoach du an

Quan ly du &n CNTT- Ch2 34
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Céc nhiém vu theo ddi va kiém
soat thuc hién du an

1. Kiém sodt thuc 6. Kiém soat tién dd
hién du an 2 - 5n Iu

2. Biéu phdi va theo ' Qua:nn ',”9“0? C
doi du an 8. Quan li to chuc va

3. Quan li van dé nhan vién

4. Banh gia viéc 9. Quan li mua sdm
hoan thanh qui
trinh 10.Quan li chi phi

5. Bdo cdo hién trang 11.Quan Ili chat lugng
du an 12.Quan li rdi ro

Quan Iy dy an CNTT- Ch2 35

Cac nhiém vu trong hoat dong quan
li thay doi

1. Hiéu cac yéu ciu thay doi

2. Phan tich va danh gia vé noi
dung yéu cau

3. Ch&p thuan thay doi

4. Thuc hién thay doi

Quan ly du &n CNTT- Ch2 36
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Cac nhiém vu trong hoat dong két
thuc du’ an

1. Hiéu trang thai két thic du an

2. Chuén bij bdo cdo hoan thanh du
an

3. Dap Ung cho yéu cau clua ngudi
dung vé két qua

4. Lam bao cao hoan thanh du an
va két thuc

Quan Iy dy an CNTT- Ch2 37

Cac nhiém vu trong hoat dong
danh gia hoan thanh du an

1. Danh gia sau khi két thuc du
an

2. Thu thap, phan loai va phan
tich thong tin hiéu nang, va
tao ra co sé dir liéu

3. Bai hocrut ra

Quan ly du &n CNTT- Ch2 38
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Cac yéu t6 dam bao DA’ thanh cong

Theo bao cdo cua Standish Group’s report
CHAOS 2001:

Dugc su ho trg cua lanh dao cao nhat
Co su tham gia clia ngudi s dung

Ngudi quan ly DA cé kinh nghiém

Lam r6 dugc cac muc tiéu kinh doanh

T6i thiéu cac pham vi

CSHT phan mém tiéu chuén

Céac yéu cau cd ban chac chan

Co phuang phap luéan

Co danh gia vé do tin cay

Quan Iy dy an CNTT- Ch2 39

Du an phai dugc danh gia
sau moi giai doan

O MGt du an nén phai vuot qua mot
cach thanh céng & moi giai doan
truéc khi budc sang giai doan mdi

O Can cé tong két danh gid sau mdi giai
doan dé danh gia vé tién trién DA, su
phu hgp muc tiéu cua don vi v.v.

Quan ly du &n CNTT- Ch2 40
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Can su cam két cua lanh dao cao nhat

O MOt vai nghién clu chi ro su cam két cua
|lanh dao cao nhat la mot trong nhirng nhan
té then chét cho thanh céng cua du an

O L3nh dao cép cao cd thé gilp cac nha quan
ly DA dam bao ngudn luc thich hgp, thong
gua cac nhu cau cua DA mot cach kip thdi,
nhan dudc su ung hd cua moi ngudi trong
td chirc, hoc dudc cach trd thanh 13nh dao

Quan Iy dy an CNTT- Ch2 41

Su can thiét mét cam két cua td chic doi
v3i CNTT

O Né&u td chirc cb thai dd khéng thién chi dbi
v@i CNTT thi cac du an CNTT khé co co
thanh céng

O NéEu co quan ma co Chief Information
Officer - CIO & mUc cao thi sé gilp dudc
nhiéu cho CNTT

O NéEu giao cho ngudi khéng chuyén CNTT
quan ly cac du an CNTT thi can phai cé cam
két cao hon

Quan ly du &n CNTT- Ch2 42
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Can thiét sir dung cac chuén trong céac
to churc

O C&c tiéu chudn va cac hudng dan sé gilp
cho ngudi quan ly du an lam viéc hiéu qua
hon
O Céac nha quan ly cap cao phai khuyén khich
B S dung cdc mau chudn va sir dung phdn mém
quan ly du an

m XAy dung va s dung tai liéu hudng dan dé viét
ké hoach du an hoac bao cao thuc trang

B Thanh Iap van phong QLDA hoac center of
excellence

Quan Iy dy an CNTT- Ch2 43

MGi qua hé gilra cac nhédm ti€n trinh, cac
dau viéc va cac linh vuc kién thic QLDA

Knowledgé Areas

||
KNOWLEDGE PROJECT PROCESS GROUPS
AREA
INTIATING  PLANNING EXECUTING CONTROLLING CLosING
Integration Project plan Project plan Integrated
development execution change control
Scope Initiation = Scope planning Scope
verification
Scope definition Scope change
control
Time Activity Schedule
definition control
Activity

sequencing

Activity
duration
estimating

Quan ly dy éan CNTT- Ch2 44
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MGi qua hé gilra cac nhédm quy trinh, cac
dau viéc va cac linh vuc tri thirc QLDA

AREA
| ] INmamiNG  PLANNING ExECUTING CONTROLUNG CLOSING

Schedule
development

Cost Resource Cost control
planning

Cost estimating

Cost budgeting

Quality Cuality Quaality Cuality
planning assurance contral
Human resources Crganizational | Team
planning development

Staff acquisition

Communications Communnica- Information Performanae Administrative
tions planning dstributhon reporning closure
Risk Risk monitoring

and control

Cruantitative
risk analysis

Risk response

planmning

Procurement Procurement | Solictation Contract
planning closesout
Suolicitation Source
planning selectiion

45
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