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Ca cau chia nho cong viéc (WBS)

Khai niém

Tém tat cdc nquyén tic co ban :

MGt du an bao goém nhi€u hoat dong lién quan dén nhau, vay nén thong

thudng rat kho dé cé6 mot tong quan ro rang.

Co cdu chia nhé cdng viéc (WBS) 1a mot cdng cu rat quan trong dé hinh

dung ra cac hoat dong cua moét du an dudi hinh dang co thi tu.

Viéc xay dung WBS la moét trong nhitng hoat dong dau tién trong giai doan /.-;/__
lap k& hoach. WBS cling sé dugc s dung trong giai doan sau dé: /'“ / A

a) Thiét 1ap bidu db PERT (Mang Iudi cac hoat déng) (?

‘\

b) X&c dinh viéc phan bd céng viéc (cic goi cdng viéc)

Cac khai niém lién quan:
e KEt qua

e Biéu db PERT (Mang ludi cac hoat déng)
e Cac hoat dong

Tai liéu tham khao:
Tim hi€u thém thdng tin vé& chl d& nay cb thé tham khao cac tai liéu sau:

PMBOK® guide: Xay dung WBS

5.3:
5.4: Kiém tra pham vi du an
IPMA Ranh gidi Kha nang: Chuong 12: Cac Co cau du an

How to do...

Xay dung WBS nhu thé nao?
1. Lap ra mot danh sach bao gém cac két qua quan trong nhat cta du an.
2. Théng thudng cac két qua nay cé thé tiép tuc dudgc chia nho.

3. Da&i véi mbi két qua, can phai ghi vao danh muc nhiing hoat ddng can thiét dé dat
dugc két qua dé.

4. Cac hoat dong nay lai dudc chia thanh cac hoat dong nho.

5. Qua trinh chia nhoé cac hoat déng sé diung lai khi nhitng yéu t6 sau day da dat
dugc:

A. Cé thé udc lugng dugc cong lao ddng cho mdi hoat ddng.
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B. C6 thé lap dudc ngén sach cho hoat déng do.

C. Hoat déng cé thé dugc phan céng cho mdt ngudi, mét nhdm ngudi hodc mét
nha cung cdp moét cach rd rang.

Vi du

e DE san xudt mét may mdéi, cac két qua coéng viéc sau da dudc xac dinh:
a. Tién khao sat
b. San xuit mau
c. Sério

e K&t qua «sdn xudt mau» dugc chia nhd hon: «sdn xuét cd khi» va «xay
dung hé thdng diéu khién».

e Giam doc du an phu trach phan "san xuat cd khi" cung véi nhém du an
cua anh ta thuc hién mot qua trinh chia nhoé hon.

e Gidm d6c du an phu trach phan "xdy dung hé théng diéu khién" cling cling vdi nhém
du an cua anh ta thuc hién mét qua trinh chia nhd han.

e Tat ca thanh vién ciia nhom du an cung tham gia vao viéc chia nho két qua phan «Sé
ri O».

e Qua trinh nay cho ta biéu dd sau (chi cd phan «diéu khié€n» 1a dugc v& hoan chinh):

May mdi
Tlen'khacu may gl,mg DEy 0
sats mau
“avdung co Phat trign hé thing dan
khi d&t hang
Dung mau Phan meém Bién tir

S Thiét - - .

Phén tich LE Lip md Thir
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Danh muc ra soat

Q
Q
a

Da xem xét tat ca cac két qua cua du an chua?

Cac hoat dong lién quan da dudc xac dinh du chinh xac chua?

Cac hoat dong nay da co thé giao cho mdt ngudi, mot nha cung cép hodc la cho mét
nhém ngudi moét cach dé dang chua? (hoac hoat dong cé can chia nhé hon nira
khdéng?)

Bay can trdanh

Khong phai tat ca cac két qua déu dudc chia nhd khi bat dau du an - do thiéu théng
tin. Do d9, viéc cap nhat WBS thudng xuyén la viéc quan trong.

Khéng dé€ mot ngudi xay dung WBS! Viéc xay dung WBS Ia nod luc cia nhém. Diéu
nay cho phép hiéu rd du an mét cach téng thé hon.

Khdng cét giltr WBS trong t. Tt cd cac thanh vién trong nhém du &n déu cé thé nhin
thdy vao bat cur luc nao ngay tai van phong dy an. Do do, tét nhat WBS nén dugc vé
thanh ban 16n va treo & cho de nhin.

bung quén ghi ma WBS: moi mot hoat ddng can cé6 mot ma sé riéng - va dudc goi la
«ma WBS».
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Bi€u do PERT (Biéu d6 mang luéi)

Khai niém

Tém tat cdc nguyén tic co ban:

e Khi lap k& hoach cua mot du an, can phai biét dugc trinh tu céc hoat
dong sé dudc thuc hién. B&i vi mot s6 hoat dong chi cé thé bat dau
sau khi mét s6 hoat dong khac dudc hoan thanh.

e DE cd thé sdp x&p dudc trinh tu cla cac hoat déng trong mét mang
Iugi 16 gic (Mang IuGi cac hoat dong), ban can WBS. Trinh tu ma trong
dé,céc hoat déng sé dudc thuc hién cé thé dudc thé hién dudi dang
biéu d6 goi la Mang Iudi cac hoat dong, hay trudc kia ngudi ta goi la
bi€u d6 PERT.

e Mang Iudi cdc hoat déng ciling s& dugc sir dung dé€ xac dinh dudng
gang

Cac khai niém lién quan:

e Biéu db PERT

e Hoat dong trén dudng gang

e Hoat dong khong ndm trén dudng gang
e Khoang tréng

[ ) WBS

Tai liéu tham khao:
Tim hi€u thém thdng tin vé& chl d& nay cé thé& tham khao cac tai liéu sau day:
PMBOK® guide: 6.2: Chudi hoat dong

IPMA Ranh gidi Kha nang: Chudng 12: Cac Cd cau du an
Chuadng 14: Thdi han va viéc 1ap k€& hoach

How to do...

Sap x&p cac céng viéc nhu thé nao?
Thuc té rat don gian! sau day la nam budc:
1. Bat dau tlr cac hoat déng da dugc ghi trong WBS

2. DGi véi tirng trudng hdp, xem cac hoat déng nao bat budc két thic trudc dé hoat
déng mdi cé thé bat dau.

3. Hay v& mdi hinh chir nhat cho mot hoat dong, dién tén cua hoat déng vao hinh
chir nhat dd, sau do6 vé cac dudng néi véi cac hoat dong phai tién hanh trudc né.

4. Né&u qua trinh nay do nhém du &n thi hdy s dung cac “gidy dinh ghi nhd” cho moi
hoat déng sau do6 dan tat ca Ién bang.

Copyright © 1998-2007 by STS 5



‘ n‘ Lap ké hoach du an

5. Sau khi Mang Iudi cac hoat dong dudc hoan thanh, hay xem xét xem co6 hoat dong
nao co thé dudc tién hanh moét phan song song khong.

Vi du

DE chudn bi mét bita &n thi cac cdng viéc can thiét phai thuc hién 13 :

e Dichg e Nudng thit
e Chuén bi ban an e Thai thit
e Lam rau e Phucwvu
e Nau rau
Chudn bi ban
Mua cac thir Lam rau MaU rau Phuc s
Ran thit C 5t thit

Danh muc ra soat

0 D3 xem xét tat ca cac hoat dong trong WBS chua?
o Da thiét lap tat ca cac njc”Ji quan hé phu thudc gilra cac hoat dong chua?
O Mot s6 hoat déng cé thé lam déng thdi dugc khong?

Bay can trdanh

0 Né&u khéng xem xét dén kha ndng cb nhitng hoat ddng cé thé tién hanh song song thi
do dai thdi gian cla du an sé kéo dai khong can thiét.

O NEu khéng dua toan bé nhém du an vao viéc xay dung Mang Iudi cac hoat dong thi
viéc lap ké hoach d6i véi ho nhu la diéu gi dé rat la. Can phai dua toan b6 nhém vao
viéc xay dung bi€u d6 PERT!
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Pudng gang

Khai niém

Tém tat cdc nguyén tic co ban:

Pudng gang la mét phan trén biéu d6 PERT (Mang ludi cac hoat
dong), bao gébm cac hoat déng trong yéu dai véi viéc tinh d6 dai
cua du an. Theo khai niém thi day la dudng cé dd dai dai nhat.
DO dai cia dudng gang chinh la d6 dai cua du an.

Cac hoat dong trén dudng gang dugc goi la cac hoat dong uu tién;
bat ky mot sy cham tré nao cua mot trong cac hoat dong nay sé
lam cham lai mot cach tu dong toan bo du an.

Cac hoat dong uu tién khong co mét khoang tréng nao ca.

Mot du dn déc biét co thé cb hai dudng gdng hodc nhiéu hon.
Trong trudng hgp nay, chiang déu cé mét do dai thdi gian nhu
nhau.

Cac khai niém lién quan:

- Mang Iudi cac hoat dong
- Biéu d6 PERT

- Hoat d6ng uu tién

- Hoat dong khéng uu tién
- Khoang tréng

Tai liéu tham khao:
Tim hi€u thém thdng tin vé& chl d& nay cb thé tham khao cac tai liéu sau:

PMBOK® guide: 6.2: Chudi hoat dong
IPMA Ranh gidi kha nang: Chudng14: K& hoach thdi gian

How to do...

Xac dinh dudng gang nhu thé nao?

1. Néu s dung mot phan mém vé quan ly du an, rat don gian: phan mém sé tu
dong tinh dudng gang va thong thudng thi dudng nay cé mau do.

2. NéE&u khoéng st dung phdn mém vé quan ly du an, thi cling rat don gian: hdy bat
dau tir bi€u d6 PERT (Mang Iudi cac hoat ddng) clia du an.

3. Sau do tinh do dai cla tat ca cac dudng néi dau dén cubi cua du an.

4. Dbudng gang theo dinh nghia, la dudng dai nhat.

Vi du
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bay la mot du an daon gian, bao gom cac cong viéc sau day:

Lap ké hoach du an

e Hoat dong A, 3 ngay

Hoat déng B, 2 ngay

e Hoat déng C, 10 ngay

e Hoat dong D, 5 ngay

e Hoat dong E, 7 ngay

e Hoat dong F, 4 ngay

e Hoat dong G, 5 ngay

e Su phu thubc gilta cac hoat dong dugc ndi vdi nhau bang cac dudng ndi.

e Dudng gang la dudng ndi gilra cac hoat dong A-C-F-G. V& mat d6 dai, la dudng
dai nhat va la dudng ndi gilra hoat dong dau va hoat dong cudi cia du an.

Hoat ddng B
Thai gian:
Z ngay \ Hoat ddng E
Thi gian:

Hoat ddng A Hoat ddng C 7 naay Hoat ddng G
Thai gian: Thii gian: Thii gian:
3 ngay 10 ngdy Hoat déng F 5 ngay

Thi gian:
Hoat ddng D 4 ngay
Thi gian:
5 ngay

e Dudng gang thdng thudng dugc thé hién bédng mau do.

Danh muc ra soat

0 Cé dudng nao dé ngadn hon dudng géng mét chit khéng? Néu cé, dudng nay cling
phai dugc coi nhu mdt dudng gdng - vi mot chit chdm tré cling du dé mét dudng
gang bi mat thang bang.

0  Khi ban da xac dinh dudc dudng gang, ban ciing cé thé thay déi. Ban cling c6 thé
chia nho cac cdng viéc nham st dung mét cach tét nhat cg cdu song song.

o Khi thgi han cta du an phai tuan tha mot cach ngat ngheéo, ban déi khi sé phai thuc
hién cac cong viéc song song, trong khi trén thuc té€ ching phai dudc thuc hién theo
trinh tu. Cach nay dudc goi la "Cap téc" cho phép giam do dai thdi gian dy an; tuy
nhién cach nay doi hoi ban phai thuc hién rat nhiéu lan chira loi, lam lai va thiét lap
hé th6ng thong tin hoan hao.

Bay can trdanh

0 Dudng gang la moét cach dé€ dai dién du an: nd chi ra cac hoat ddng trong khuén khd
thdi gian han ché&. Nhung céc hoat déng cé thé thu hat chl y cla ching ta bang cac
ly do khac: vi chdng doi hdi mét ngudn nhan luc I6n, vi cac rdi ro cao hodc cac ngudn
luc khéng dugc bdo dam, v.v.
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O Mot s6 giam dbc du an téap trung tat ca nguon cho dudng gang; ho "quén mat" cac
hoat ddng khac. Piéu nay rét nguy hiém bdi vi cdc cdng viéc khéng nam trén dudng
gang c6 thé nhanh chéng trg thanh cdng viéc gang...

0 NEu ban néi v8i mot thanh vién trong nhdm du an «tuan nay, anh thuc hién mot
hoat déng khéng phai la hoat déng uu tién», thi rdt nguy hiém vi thanh vién nay
khéng hoan thanh cong viéc mo6t cach nhanh chong nhu anh ta phai lam.
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Lap ké hoach nguon luc
Khai niém
Tém tat cdc nguyén tic co ban:

e Lap ké hoach ngudn luc la viéc xac dinh nhitng nguon luc ma du an sé
can, véi khdi lugng bao nhiéu va vao thai diém nao cla du an. Viéc lap
ké hoach ngu6n luc cling cho phép xac dinh ro han vai tro cia moi
thanh vién nhdm du an trong qua trinh thuc hién du an.

e Hoat dong nay dudc thuc hién song song vdi viéc xay dung biéu @6
Gantt: thuc ra sy san sang (hoac khéng san sang) cua cac ngudn luc
thudng xuyén 13 yéu t8 quyét dinh déi vai bi€u d6 GANTT.

e KEét qua cua viéc lap k& hoach ngubn luc la:
o Khéng dinh r&ng nhan vién lién quan s&n sang

o Mbét bang phén bé trach nhiém

o Mét biéu dd khéi lugng cdng viéc ai (phai) 1am gi
o Danh sach céc thanh vién du an ciing nhu céc bén lién quan
chinh

Tai liéu tham khao:
Tim hi€u thém thdng tin vé& chl d& nay cé thé tham khao cac tai liéu duédi day:

PMBOK® guide: 6.3: Udc lugng ngudn luc cho hoat dong
Chuaong 7.1: UdGc lugng chi phi
Chudng 9.1: Lap k€& hoach ngudn nhan luc
Chuadng 9.2: Dao tao nhom du an

IPMA Ranh gidi Kha nang: Chuadng 14: Thdi han va viéc lap k€é hoach
Chuadng 15: Ngubn luc

How to do...

Lap ké hoach nguon luc nhu thé nao?
1. Xac dinh khdi lugng cong viéc can thiét doi vdi cac hoat dong khac nhau cua du
an (s6 gid hodc ngay lam viéc).
2. Tinh dén viéc thuc té la cac thanh vién du an cia nhém du an chi lam viéc 70%
thdi gian cho cac hoat dong cua du an.
Dua trén cd s@ do, tinh s6 lugng ngudi can thiét/thang.

4. Xac dinh khoang bao nhiéu ngudi can trong mdi thang (v& biéu dd phan bd ngudn
luc)

5. Thao ludn, dam phan vdi cac trudng phong (ban) dé cé dudgc s6 ngudi can thiét
tham gia du an (hodc la thué bén ngoai).
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