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§1: Tong quan vé QLDA
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1.1 Du an

<* Khai niem du an

" Du an la mot tap hop cac cbng viéc, duac
thuc hién bdi mot tap the, nham dat dudc
mot ket qua du kién, trong mét thdi gian du
kien, véi mét kinh phi du kién.
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1.1 Du an

* Tiéu chi du an

= Nguon nhan luc thuc hién du an.

" Khodng thdi gian du kien thuc hién du an;
ngay bat dau va ngay ket thic cua dy an;
cac moc thai gian gitra chung.

= Kinh phi cho phép thuc hién cong viéc cla
du an.

= Két qua thu dudc
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1.1 Du an

“ Vi du ve tiéu chi du an

A

Tiéu chi Dy an 1 Dyan2
Xay 1 ngbi nha 5 tang, dién | Phat trién phan mém

Tén du an | tich san 80m2 du tién nghi | quan ly cong van di,
lam viéc cho 1 céng ty phan | dén, cho 1 co quan 40
mém 50 nhan vién NQUOi

Kinh phi 2.5 tV ddna 30 triéu

Théihan [1 ndm 6 thang
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1.1 Du an

< Dac trung cua du an

* San pham cla du an la duy nhat.

= C6 nhiéu rang budc chat ché.

" Thuong mang tinh tam thai.

= Cé nhiéu rdi ro tat yéu

= Dé c6 xung dot.

" C6 thé két thic theo nhiéu hinh thiic.
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1.1 Du an
“ Du an that bai:

" Khi c&c ket qué thu dudc khong dap Uing
dudc cac muc tiéu da deé ra ban dau.
* Hoac khong dap Ung dudc thaoi han .

" Hoac vudt qua ngan sach cho phép (20-
30%).
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1.1 Duan

“ Nguyén nhan lam Du an that bai:

" Quan ly du an kém.

= Khoéng lucng dudc pham vi va tinh phuc tap
cua codng Vviéc.

= Thiéu thong tin trong qua trinh thuc hién du
an: vd cong nghé mdi, gia ca thi truong,...

" Du an khong ré muc tiéu.

= Ly do khac: Vat tu kém chat lugng, nhan su

‘ bo cudc,...
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1.2 Duan CNTT
% Du an CNTT la:

= Du an xay dung phan cuing.

* Du an phat trién phan mém.

= Du &n lién quan dén céng nghé mang,
multimedia,...

" Du an tich hap.
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1.2 Dv an CNTT
“ Pac diém cta Du an CNTT:

* San pham la phan mém.

Khéng
Khéng xac dinh duy nhat
Do phuc tap Ion

Dé bi thay doi
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1.2 Duan CNTT

“ Pac diém cta Du an CNTT:

* San pham la phan mém.
= Xu thé 13p trinh hién dai.

A

D{t liéu thuan nhat

Théng tin khéng thuan nhat
(multimedia)

Mainframes

Mang (cuc b9, di€n rong)

Lap trinh tuan tu

Lap trinh phén tan, lap trinh
hudng doi tuong, lap trinh song
song

Xay dung cac hé thong thu
dong

Xay dung cac hé thong chu dong
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1.2 Dv an CNTT
“ Pac diém cta Du an CNTT:

* San pham Ia phan mém.
= Xu thé 13p trinh hién dai.

= Quy md ngay cang Ién (10 000 dén 100 000
dong lenh (SLOC - Source Line Of Code)

= Nhiéu nguci tham gia.

= Nhiéu chuong trinh khong dudc phép sai.

A




1.2 Duvan CNTT

“* Phan loai du an:

Loai duwan Lap trinh Thai gian
Vién
Ratnhd |1 1 thang 500
Nho 1 1-6 thang 1-2 K
Vua 2-5 1-2 nam 5-50 K
LSn dudi 100 2-3 nam 50-100 K
Rat I6n dudi 500 4-5 nam 1000 K
Cuc Ion trén 500 5-10 nam trén 1000 K

A

vthuyen.uneti@moet.eduvn CNTT




1.2 Duan CNTT

** Phan loai du’ an theo 112

Loai du an FA BP BU
DPan gian 8 2 2
Binh thuong 16 3 3
Phuc tap 24 4 4
Rat phtic tap >24 >4 >4
Trong do:

- BP (Business Process): SO luong quy trinh nghiép vu dugc tin hoc héa.
- BU (Business Unit): S6 lugng don vi truc ti€p thuc hién cac quy trinh.

- FA (Function Areas): SO luong cac chic nang nghiép vu.
Ngudn: Coéng vén sé 131/CV-BPH112 ngay 0182003 cua Ban diéu hanh

Pé an 112
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1.2 Duan CNTT
* Thuc trang du an CNTT

Sén pham
khéng dat yéu cau

. > > DU an cang
thanh cong
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1.2 Duan CNTT

“ Mot so du an that bai

= Cd quan thué cta My hdy bo du an “hién dai

héa hé thdng thué” sau k

ni chi 4 ty USD.

= Bang California chi 1 ty U

SD cho cd s6 dU

lieu phuc Igi x& hoi ma khéng dung dudc.

* Du &n “Hé thong dién t x( ly théng tin tai
SeaGames 22" cla Viét nam du toan 15 ty
‘ VND, nhung den 6/2003 da chi 90 ty VND .
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1.2 Duan CNTT
“ Mot so thuan Igi ciia DA CNTT:

* Dé slfa doi hon cac san pham vat chat khac.

= C6 nhiéu gidi phap cho 1 yéu cau.

* Dinh hinh san pham khong cling nhac mién
dap ung yéu cau.

= COng cu trg giup ngay cang manh.
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1.3 Quan ly du an CNTT

“* Quan ly du an

" Qudn ly du 4n la viéc dp dung cac kién
thUc, ky nang, cong cu va ky thuat trong cac
hoat dOng cUa du an d€ dap Ung cac yéu
cau cla du an da ghi trong ké hoach.

= M6t du &n dudc quan 1y t0t, tUc 1a khi két
thtic phai thod man dugc chU dau tu ve céc
mat: thoi han, chi phi va chat luong két

‘ qua.
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1.3 Quan ly du an CNTT

* Cac budc thuc hién khi QLDA

X,c ®Pnh
du .n

LEp kO
ho'ch DA

Tee choc
du .n

KiOm so,t
du .n

KOt thoc
du n

X©y dung Phc C«ng be DA
th9o c«ng viOc
DS c«ng Uic I-ing Len IPch L2n ng©n
viOc biOu s ch
|
LEptuiiOu| | LEpte [Phen bee ti
DA vu ho't du n nguy@n
®éng QLDA
X.c ®nhcch
I 134
QLDA | [Theodaivy | [Phentch|®%/ LEPKO
QL ti®n ®é kh c biOt ho'ch I?
Khong
KOt thdc Thuc hiOn|, | X c ®nhsta
DA sUa ®eei | ®eei cCn thiOt




1.3 Quan ly du an CNTT

“ Moi quan hé lap gilra cac budc

(oe
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1.3 Quan ly du an CNTT
* Cac rang buoc trong qua trinh QLDA
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1.3 Quan ly du an CNTT
“* Cac noi dung chinh cua QLDA

1. Quan ly tong thé (quan ly chung)
- Xay dung va hoan thién ké hoach du 4n
- Trién khai k& hoach du an
- Ki€ém sodt cac thay doi tOng thé trong qua trinh thuc

2. QUARY pham vi du &n
- X4c dinh cach t6 chUrc thuc hién moOt giai doan cla du

an
- X4c dinh pham vi cong viéc
‘ - X4c dinh sdn pham giao nOp trong moOi giai doan

~?, n
=1 ~
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1.3 Quan ly du an CNTT
“* Cac noi dung chinh cua QLDA

3. Quan ly thai gian

- X4c dinh thoi gian hoan thanh céng viéc cho moi san
pham giao nOp

- X4c dinh trinh tu thuc hién cUa cac hoat dOng trong moi
giai doan

- U'dc lugng thoi gian thuc hién cUa cdc hoat dOng trong
mOi giai doan

- Trién khai lich trinh thuc hién theo tién do

‘ - Ki€ém soat thay do6i lich trinh thuc hién
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1.3 Quan ly du an CNTT
“* Cac noi dung chinh cua QLDA

4. Quan ly tai chinh

- Xay dung k€ hoach vé huy dOng tai nguyén thuc hién
du an (nhén lurc, thiét bi, vat liéuy, ...). Chat luong can
c6 cUa moOi loai tai nguyén

- U'Gc tinh chi phi cho moi loai tai nguyén

- Phan phoi chi phi: udc tinh chi phi cho mOi hang muc
cong viéc

- Kiém soat nhiing thay d6i vé chi phi trong qua trinh thuc
hién
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1.3 Quan ly du an CNTT
“* Cac noi dung chinh cua QLDA

5. Quan ly chat lugng
- X4c dinh cac chudn muc vé chat lugng clla moi
SP giao nOp.
- Bdo dam chat luong clla mOi SP giao nOp.
- Quan ly thay do6i vé chat luong
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1.3 Quan ly du an CNTT
“* Cac noi dung chinh cua QLDA

6. Quan ly ngudn nhan luc
- Xay dung doi hinh thuc hiNén du an: xac dinh cac vi tri
trong dU' 4n, vai tro cUa moOi vi tri, trdch nhi€ém va quan
hé béo cdo (ai bdo céo ai)
- Lua chon nhan su cho tung vi tri
- Phét tri€n va boi dudng ngubn nhan luc; phat trién ky
ning cd nhan va k¥ ning phoi hop tap thé
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1.3 Quan ly du an CNTT
“* Cac noi dung chinh cua QLDA

7. Quan ly trao doi thong tin trong DA

- X4c dinh nhu cu thong tin d0i v&i moi thanh vién du an:
ai can nh{ing thong tin gi, khi ndo can, cach thirc va
phuong tién trao dOi thong tin

- X4c dinh thé thUc trao doi théng tin, xac dinh nhiing
thong tin nao 1a can thi€t va phai san sang moi khi can
dén

- X4y dung cO ché béo cdo: bdo cdo tinh trang hi€n thdi,
béo cdo tién dO, du bo tinh hinh, ...
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1.3 Quan ly du an CNTT
“* Cac noi dung chinh cua QLDA

8. Quan ly rui ro
- Nhan dién rui ro: xac dinh nhlng rui ro nao c6 nguy co
anh hudng xau dén su thanh cong cla du an
- U'dc luong rUi ro: danh gia tac hai clla moi rUi ro tac
dOng dén viéc thuc hién va hoan thanh du 4n
- P& xuat cac phuong cach phong chOng rUi ro
- Ki€ém soat viéc phong chong rUi ro
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1.3 Quan ly du an CNTT
“* Cac noi dung chinh cua QLDA

9. Quan ly mua sam
- Lap ké hoach mua sam: xac dinh nhiing gi can mua,
ngudn cung cap
- Thuc hién k€ hoach mua sam: t0 chlrc 1ay bao gia, moi
s

- Lua chon nha cung cap (cung cap hang hoa hodc cung
cap dich vu)

- Quan ly hop dong mua sam: ki€m soat nhitng doi tac
thuc hién hop dong da ky két
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1.3 Quan ly du an CNTT
* Nguyén ly chung QLDA

* Linh hoat, mém déo

" HuGng két qua, khong hudng nhi€m vu
(nham thod man don vi thu hudng két qua
du an)

" Huy dOng su tham gia cUa mOi nguoi

= Lam r6 trach nhiém cla mOi thanh vién

= Tai liéu co6 dong va c6 chat lugng

‘ Tao ra cac dO do tOt (d€ c6 danh gia ding).
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1.3 Quan ly du an CNTT
<* Cac phong cach QLDA

(1). Quan ly ki€u di pho (2). Quan ly theo ki€u
mat phuong hudng

(3). Quan ly theo ki€u nudc (4). Quan ly c6 bai ban
dén chan md&i nhay
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1.3 Quan ly du an CNTT

* Thach thuc voi QLDA CNTT

m Nhan luc:

4 Tuyén chon (tr ddu? ky nang gi?) st dung (vao
dau?), théi dung (chuyén di dau?)

¢ Kho khdn hon: nhiéu du an cung tién hanh?
¢ Can ngudi quan ly coé nang luc
m Cong viéc & udc lugng:
& Xé{:‘dinh da viée, wéce lwong dung khoi lwong, chi phi
nguon lwc (ca thdi gian), vi:
» Du an khac = khac nhau
» Moi trerong khac = khac nhau

‘ » Chwa thuwc hién duw an tuvong tw
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1.3 Quan ly du an CNTT

“* Thach thuc voi QLDA CNTT
4 T6 chire (va quan Iy):
¢ T6 chirc bg phan QLDA tly thudc td chirc hién
co va muc tiéu cda no.

¢ Tam thaoi = thiét Iap, xac |ap thAm quyén va ﬁ'
maoi quan hé vai cac bé phan, nguai lién quan

¢ Kiém soat:
¢ Ké hoach & thuc hién khong Ein dinh, do cong viéc
thay doi, udc lugng khong thé chinh xac
¢ Can nam théng tin kip thdi & diéu chinh nhanh

* Quyét dinh chinh xac, phu hap, ang thuan trong | l
diéu kién thiéu thong tin, pham vi rong

-.I F
.
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1.3 Quan ly du an CNTT

* Thach thuc voi QLDA CNTT

¢ Khong nhin thay> quan ly qua thé hién

¢ Thé hién I3 tai liéu & chugng trinh: da dang & thiéu
thudc do = st dung chuén, thudc do khéc nhau

= Ap dung cac chuan lam tai liéu la viéc cuc nhoc

¢ Chat lugng phu thuoc qua nhiéu yeu to
¢ Quy trinh (process): thich hgp & hiéu qua

¢ COng nghé & cong cu: phu hgp vdi san pham & moi
truong (co dugc, sur dung dudgc, ..)

¢ Kiém soat thay doi: Thay ddi la tat yéu, 1a ban chat va rat
da dang

¢ Khong ché dugc rui ro: rdi ro phan mém la nhiéu, cao
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1.3 Quan ly du an CNTT

% Quan ly du an la nghé nghiép

¢ Trudc day, QLDA xem la mat manh cua cac nha ky thuat
hang dau. Thuc t&€, khéng 1 ngudi nao cd thé dap Uing
dugc moi yéu cau ky thuat hién nay

¢ Phuong phap QLDA la doc lap, nam & bién nhiéu nganh:
dung & bat cir dau, tu thung liing Silicon = dudng cao
toc...

+ Nger| QLDA can nhiéu ky nang Du an cang Idn, yéu cau
cang nhiéu k¥ ndng dé xr ly nhiéu van dé #

B Quan ly du an can:
m Dudc dao tao (ndi dung, phucong phap, thuc hanh)

m Tham nién nghe nghiép (nam lam viéc, chuc danh, muc
luUong)
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1.4 Nguoi quan ly DA

* Cac bén tham gia trong du an

» Nha tai tro

- Chju trach nhiém cubi cting doi vdi su’ thanh cong cla
du an. C6 trach nhiém ky két hoan tat cac tai li€u lap ké
hoach va cic yéu cau thay doi.

- Cho phép nhém qudn 1y du 4n st dung cac nguon luc,
bdo vé va cO van cho nhém qudn ly du 4n.

- Trong qua trinh thuc hién du 4n, nha tai trg co trach
nhiém xem xét lai cic ti€n trinh va chat lugng, cat bing
khai truong, khanh thanh, ky va cong bo ton chi du an.

A
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1.4 Nguoi quan ly DA

* Cac bén tham gia trong du an

» Nha quan ly du an
- Lam viéc v3i cac dOi tuong lién quan d€ dinh nghia du an
- Lap ké hoach, sap x€p lich trinh va du’ thdo ngan sach. Chi
huy nhém du' 4n thuc thi k€ hoach
- Gidm sat hiéu qua hoat dOng va thuc hién cac hi€u chinh.
- ThuOng xuyén thong bao cho nha tai trg va cac doi tugng
lién quan du dn: dua ra yéu cau va trinh bay nhiing thay doi
vé pham vi.
- Péng vai tro 1a nguoi trung gian gilta nhém du’ 4n va cac doi

‘ tuong lien quan
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1.4 Nguoi quan ly DA

* Cac bén tham gia trong du an

» Nha quan ly chiic nang
- Ki€ém soat va déng gép nguon luc cho du 4n (con nguoi,
trang thiét bi...)
- C6 thé€ c6 nhitng yéu cau trai nguoc vai két qud du an
- Trong mOt s trudng hop 1a cap trén cla nha quan 1y du' 4n
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1.4 Nguoi quan ly DA

* Cac bén tham gia trong du an

» Khach hang
- Nhan dau ra cla du an
- Thanh toan cho dau ra du &n
- X4c dinh nhu cau cho dau ra du &n
- C6 thé 1a nhiéu cong ty hay ca nhan vdi nhitng dac di€m va
yéu cau trdi ngudc nhau

A
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1.4 Nguoi quan ly DA

* Cac bén tham gia trong du an

» Nha cung cap
Co6 trach nhiém cung cap cac thiét bi, sdn phdm hay dich vu
can thi€t phuc vu cho hoat dong cla du an thong qua hinh
thUc hop dOng, d€ ddm bao du 4n dat dugc muc tiéu da dé
T
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1.4 Nguoi quan ly DA

X M(,'ji quan hé Khéach hang
TO du an Ban lanh dao
\ Nguoi e
quan ly
du an

i

Cac nhém Nguai tai

‘ ho tro tro du an
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1.4 Nguoi quan ly DA

* Nang luc cua nguai quan ly DA

N3ng luc ngudi QLDA lién quan dén 7 linh vuc:

. 4

¢
¢
¢
¢
¢
¢

Tim kiém dugc cac nguon luc thich hgp

Thu nhan va thic day dudc nhan vién

Vugot qua dudc cac can trd

Phan tich dugc su tra gia cho cac muc tiéui :-"-" M
Duy tri su can ddi trong ddi phat trién e el
Giao ti€p t6t vai moi nguai tham gia EH \T L
Biét dam phan - >
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1.4 Nguoi quan ly DA

< Ky nang cua nguai quan ly DA
Ngudi QLDA can co ky nang trong 3 linh vuc:
m Quan ly du an (don thudn cho du an)

m Quan ly nghiép vu: tai chinh, dam phan, thué muan,
phat trién to churc, truyén thong, ...

m Ky thuat: moi du an déu cd nhitng van dé ky thuat
nhat dinh. KY ndng nay gilp ngudi QLDA hiéu & giai
quyét tot van dé dat ra. Tuy nhién khong doi hoi la
nguci dau dan.
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1.4 Nguoi quan ly DA

* Trach nhiém cua nguci quan ly DA
Trach nhiém clia ngudi QLDA rat ning né &
Idn lao, bao gom:
1.VGi t6 chirc cap trén, ngudi tai tra:
SUr dung von hiéu qua, bao cao kip thoi
2.Vai du an va khach hang:
Giao dung han, dao bao chat luong
3.Vai cac thanh vién doi du an
Viéc lam phu hop, thu nhap théa dang, tién bo

Vi vay, ap luc la rat Ion
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1.4 Nguoi quan ly DA

“ Thuc té 6 Viét Nam

- Théong thuong ngudi quan ly du an la nguoi phu trach ban
diéu hanh du an (con goi la Giam doc Ban quan ly du an, Chu
nhiém Ban quan ly du an). (Manager # Director).
- Khong c6 nguoi quan ly du an thuc su.
- Trong (c&c) t6 chuyén mén: moi ngudi chua kip hi€u nhau da
phai cling phoi hgp trién khai cong viéc
- Trong Ban du an, thi€u ngudi am hi€u nghiép vu, cé kha
nang danh gia do phuc tap cong viéc

=> Hi€u dan cong viéc qua cac ho so du thau

=> Trong cho, 1é thudc vao bén B

‘ Khong chiu mai tu van
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Bai tap

< Bai tap 1:
Cho moOt du an qua tén goi, hdy th&r xac dinh: nguobn
nhan luc, thoi han, kinh phi va két qua can dat dugc.

- Xay dung moOt phan mém may tinh quan ly can bo
trong co quan.

- Mua sam trang thiét bj (may chi€u, may xach tay).
- Xay dung phong hop ao.

- Lap dat hé thong kiém soat xe may

A
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