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.01 noi dau

Ban dang cam trén tay cudn sach vé Scrum dau tién do ngudoi Viét bién soan.
Sau nhiéu nam hoa nhap cuing cong dong Agile thé gidi trong viéc hoc hai, ing
dung, va xay dung cong dong Agile tai Viét Nam, cuon sach nay danh dau mot
buwéc ti€n mai trong viéc phat trién mot hé sinh thai Agile manh tai Viét Nam.

Keé tir hoi nghi tai Utah, Hoa Ki, nam 2001, khai sinh ra dwong 16i Phat trién
Phan mém Linh hoat (Agile Software Development) ma ching ta goi tat la
Agile, chiing ta da chitng kién nhitng thay do6i 16n lao cua thé gi¢i phan mém néi
riéng, va thé gidi cong nghé noéi chung. D6 1a thoi gian du dé nhitng Google,
iPhone, iPad, Android, Facebook, Twitter... ra doi va dao 1on trat ty thé gidi.

Agile, tir ch6 la mot trao lwu phan khang trong dgt khiing hoang cac phuong
phap phat trién phan mém, da trd thanh “tiéu chuan hd” cho viéc phat trién phan
meém, lan sang phat trién san pham cong nghé no6i chung, va tién thé loang ca
sang nhitng dia hat ma nhitng nguoi ki vao ban Tuyén ngon Agile nam 2001
khong thé ngo tdi: Marketing, gido duc, quan tri, trong gia dinh, ndng nghiép
hay tham chi ca trong... nha tho.

Nhom tac gida Hoc vién Agile han hanh dong hanh cung cac ban hoc Agile, thuc
hanh Agile dé kién tao nhitng gia tri mdi, tao nhitng doi thay tich cuwc. Thong
qua viéc bién soan tai liéu nay, ching t6i mong mu6n mang dén cho ban co héi
hoc haéi, thue hanh Agile véi chat lwgng cao va hiéu qua tot.

Du rét n6 luc, cudn sach chac chan khong khoi mac pham phai nhitng thiéu sot.
Chung t6i ludn mong chd nhitng phan hoi caa ban dé cai tién lién tuc tai liéu nay

tai thw dién tr contact@hocvienagile.com.

Hoc vién Agile



1.01 cam on

Cuon sach nay dwgc viét dra trén mot tai liéu giang day Scrum do ching toi
khai thao tir cudi 2011, va lién tuc cai tién dé giup cho viéc hoc Scrum ngay
cang dé dang hon. Phan nhiéu nhitng cai tién d6 dén tir nguwdi hoc, ma ching t6i
goi la nhitng “doi tac phat trién” — nhitng ngwoi gitp nhau cung tién bo. Chiing
t0i vO cung biét on nhitng “dong tac gia” vo danh nay.

Trong khi t6 chitc lai thanh m6t cuén cam nang c6 chat lwgng cao nhw phién ban
ban cam trén tay, rat nhiéu nguwoi da gop y truc ti€p vé ndi dung, bo cuc cling
nhw cach thite trinh bay hiéu qua. Ching t6i xin chan thanh cam on ban be khap
noi da cung cap nhitng 10i khuyén quy bau. Trong dé xin dac biét cam on chi
Nguyén Phuong Anh — Giam doc Khoi dao tao lién két quoc té thudc Pai hoc
FPT, anh Nguyén Tuan — Giam doc dao tao FPT Aptech Ha NGi, anh Pham
Manh Lan — Co-founder NAL Group, anh Han Van Thang — CEO DEHA, anh
Nguyén Ngoc Tu va Nguyén Minh Tam tit NAL Vietnam, anh Nguyén Van Hién
tir Agile Vietnam, anh T6 Hai Son — Giam doc van hanh NTQ Solution, va
nhitng ngwdi ban khac nita chwa kip ké tén.

Xin cam on anh Doan Xuan Trwong da thiét ké bia; xin cam on chi Nguyén Thi
Phwong — dong nghiép da lao tam kho tit dé cudn sach nay dén dugc vdi ban
doc. Cam on Kim Cuc da hién thyc hoa nhitng y twang trinh bay khac thuong
cuia nhom tac gia.

Cudi cung, ching t6i xin vo cung cam on ban — nguwdi dang doc cuén sach nay,
vi chinh ban la nguwdi cing chiing t6i tao ra gia tri cho cudén sach va lan toa
nhitng gia tri Scrum.



Cung ban dung sach

Cudn sach nay dwgc viét ra dé cho nhitng nha phat trién va quan li budc dau st
dung Scrum. Vi thé né dugc thiét ké t6i wu cho viéc hoc va tra ciru. Ching toi
nghi rang 80% gia tri ctia cuén sach nam & cach ban doc van dung né. Do do,
chiing t6i mong muon thao luan doi chit vé cau tric caa cudn sach ciing nhw
cach doc, cach dung cudn sach nay.

Chuong dau tién rat li thuyét nhwng la nén tang. Cé thé la chwong khoé doc nhat,
nhung lai quan trong nhat vi n6 gidi thich can ké triét li ditng dang sau Scrum.
Ban khong thé thye hanh to6t Scrum ma khong nam ro nhitng nguyén 1i Agile c6
tinh dan dwong. Do vay hay doc qua Chwong 1 tride khi doc cac chwong tiép
theo, va thinh thoang doc lai chwong nay dé suy ngam thém. Néu ban néng rudt
muon tim hiéu Scrum thi c6 thé chi can lwét qua Chwong 1, nhwng hay quay tré
lai sau khi da doc xong ca cuon sach.

Chuong 2, 3, 4, 5 mo ta chi tiét khung Scrum va cach van hanh trong thuc tién.
Cuon sach nay hwéng dén viéc thyre hanh “ding” Scrum. Vi thé hay doc ki, va tw
trd 10i cac cau hoi cudi chwong. Viéc tra 10i cac cau hoi nay giip ban dwa kién
thitc vao thue tién, boi canh dac thu cda ban. Ngoai ra, viéc tra 10i cac cau hai
nay giup cho ban b6 khuyét duwgc mot khia canh khong dugce dé cap trong khuon
kh6 mot cudén cam nang ngan gon: van dung Scrum “hop 1i”.

Chuong 6 thao luan vé cac tinh huéng st dung Scrum va nhitng diéu ghi nhé khi
lan dau tién dwa Scrum vao t6 chitc. Ban c6 thé nhdy c6c dén chwong nay néu to
mo vé cac budc cu thé ap dung Scrum.

Cac chuwong 7, 8, 9 c6 thé coi la phan mé rong cia cuén sach nham cung cap mot
bitc tranh 16n hon khi van dung Scrum. Nguwoi méi bat dau véi Scrum, doi tugng
chinh ctia cuén sach nay, c6 vé it khi van dung nhitng ndi dung & cac chwong
nay, nhurng ban can nam dwgc mot bitc tranh 16n dé hinh dung ra mot 16 trinh dai
hoi cho viéc bién Scrum thanh mét dwdng 16i lam viéc nhat quan, cai tién lién
tuc, hiéu qua va thanh cong bén virng.

Riéng Chuong 7 c6 dé cap nhiéu ki thuat dac thu Agile ma nhiéu lap trinh vién
thdy la 1am va rat thich thd. Ban hay lwét qua, tim hiéu ki thém (tham khao danh
muc doc thém & cudi sach) néu muon di xa hon.



Néu ban dé y, day la cudn sach ki thuat bang tiéng Viét hiém hoi c6 Bang chi
muc. Hay tan dung né cho viéc hoc va tra ctu. Hay dung Bang chi muc (Index)
& cudi sach, Muc luc chi tiét, va phan Phu luc 1 (Thuat ngi* Scrum) dé tra ctru,
chuyén qua chuyén lai cac phan cta cuén sach, hodc dé tra ctiru thém thong tin
trén Internet vé mot khai niém duwgc dé cap trong sach.

Trong sach, thinh thoang c6 nhitng 6 “Dirng va nghi” v6i mét s6 cau héi huwéng
dan, nhw nhitng n6t lang trong cac ban nhac. Ban hay dirng lai mgt chit, dong
ndo trong pht choc dé tiéu hoa ndi dung cua cudn sach. Ngoai ra, cac Danh muc
Kiém tra dugc dat vao mot so6 phan quan trong cling c6 thé gitp ban trong viéc
tw danh gia dwgc mitc do dung dan va thanh thuc trong viéc van dung Scrum
trong nhém ctia minh.

MGt s6 tai nguyén va doc thém cho cudn sach dwgc ching toi cap nhat tai
www.hocvienagile.com/cam-nang-scrum.

Chuc ban dung sach that hiéu qua!






1TONG QUAN AGILE

Trong chvong nay...

* Nhitng van dé noi com trong phat trién san pham
* Su' ra doi cua Agile

» Tuyén ngon Phét trién Phan mém Linh hoat

* Cach tiép can lap tang truéng va truyén thong

* Khi nao Agile, khi nao khong?

Cdc phuong phdp Agile t6i wu cdc tri thirc an trong déi ngii phdt trién, thay vi lé
thud¢c vao nhirng théng tin dugc viét ra duéi dang ké hoach hay tai liéu.

Barry Boehm

NHUNG VAN DPE PHO BIEN TRONG PHAT TRIEN SAN PHAM VA
QUAN TRI DU AN PHAN MEM

Nganh phét trién phan mém da c6 hon nira thé ki hinh thanh va phat trién, tuy
nhién viéc phat trién phan mém va quan tri cac dv 4n phan mém chwa bao gio
hét thir thach. Rat nhiéu nhitng van dé c khong ngirng lap di lap lai, lam dau
dau doi ngli phat trién va cac nha quan tri. Dwdi day la mot s6 van deé tiéu biéu.

Theo cach thitc phat trién truyén théng, du an dugc lap ké hoach can than, dugc
tién hanh véi rat nhiéu khau trung gian, va khach hang ngéi chg. Cac bén lién
quan hau nhw chi nhan dwogc bao cao, tai liéu chit khong nhan duwgc phan mém
dé dung. Thong tin vé phan mém rat mu md. Lau t6i ngay phat hanh va khong
minh bach vé tién do khién khach hang va cac bén lién quan sot rudt, lo lang va
khong lam cach nao dé cung cap cac phan hoéi c6 y nghia, khé hop tac véi doi
phat trién cho ra san pham tot nhat.

Ké hoach da dinh, nhwng nhiéu rai ro xudt hién: 16i xuat hién ngay cang nhiéu,
hiéu sai yéu cau, nhitng khé khan vé mat cong nghé, mot vai thanh vién cé van
dé va khong lam viéc nhu ky vong va san pham cham ngay phat hanh.



Moi thit da dugc tich hgp, nhung sén pham thiéu 6n dinh do khong kiém soat
dwgc chat lwgng. O rat nhiéu dw an, moi cong viéc da hoan thanh nhung giai
doan tich hgp va 6n dinh hé thong that la tham hoa, khong biét khi nao két thiic.

Keé hoach thwdng xuyén sai s6t nén ching ta phai dau tw nhiéu thai gian hon vao
xdy dung ké hoach. Nhung du c6 gang dén may thi ké hoach van khong dau vao
dau va chung ta lai bi phan nan la lam ké hoach chwa ky. Lap ké hoach that 1a
mot &c mong, nhiém vu khong thé hoan thanh.

Khi da thue hién xong phan tich yéu cau, thiét ké va bat dau 1ap trinh, khach
hang d6i yéu cau. Vi do la yéu cau rat quan trong, ban khong thé tir chéi. Nhom
rat khé xit. Ho khong biét lam thé nao bai viéc thay doi rat kho.

Ban dau san pham con chay t6t, nhuwng lwgng ma nguon ngay mot tang lén, ap
lue thoi gian, v.v. nén chat lwvgng san pham cir giam sut. Ké hoach da bi v, chat
lvgng ngay mét giam, tat cd moi ngwoi phai lam thém gio vdi ap lyc rét cao,
thanh vién khong hanh phuc.

= Dwng va Nghi
Ban va nhéom ctia minh dang gap phai nhitng van deé noi com nao?
KHUNG HOANG PHUONG PHAP LUAN, VA SU RA POI CUA AGILE

Thap ki 80 ctia thé ki XX chitng kién mot thoi ki khiing hodng phwong phép luan
phat trién phan mém, do ti 1€ that bai ciia cac dy &n phan mém qua cao. Hang
loat no lyc cua cac nha thye hanh ciing nhw gigi han 1am da c6 gang tim ra
phuong phap hitu hiéu dé dam bao tinh hiéu qua trong phat trién phan mém.

Thap ki 90, nhiéu phwong phap phat trién phan mém véi quy trinh nhe (light
weight) va linh hoat ra doi, nhu XP, Scrum, FDD, Crystal, ... va nhanh chong
dugc lan rong.

Tt 11 - 13 thang 2 nam 2001, 17 nha phat minh va nha thyc hanh da hop nhau
tai bang Utah, Hoa Ki, dé thao luan vé hwéng di méi trong phuwong phéap luan
phat trién phan mém. Ho da di dén thong nhat va cho ra doi ban Tuyén ngon
Agile (The Manifesto for Agile Software Development) va danh dau mét xu thé
mdi trong phat trién phan mém. Ngay nay ching ta goi Agile, tic 1a chi chung



mot ho phuwong phéap phat trién phan mém c6 chung sy chia sé cac gia tri va
nguyén tac dugc phat biéu trong Tuyén ngon Agile. Bién phéap thyc hanh c6 thé
rat khac nhau, nhung triét 1i chung thi giéng nhau.

Sw ra doi Tuyén ngén Agile. Anh: agilemanifesto.org

Sau mot thap ki rudi ra doi. Agile da cai thién dang ké kha nang thanh cong cua
cac du an.

Bao cao CHAOS cua Standish Group nam 2015 cho thay, cac dy an Agile c6 ti
1é thanh cong cao hon 3 1an so véi dy an truyén thong.

Dy an thanh cong: ding thoi gian, ding ngan sach véi moi tinh nang va két qua
thoa man.

Du an thi¥ thach: hoan thanh nhuwng khong dat mot trong cac tiéu chi dung ngan
sach, ding thoi gian, hodc két qua khong théa man

Du an that bai: dy an bi cat & mot thoi diém nao do6 trong qua trinh phat trién

Nhitng nghién cttu chi tiét hon dinh lwgng dwgc tac dong ctia nhitng phwong
phap Agile 1én nang suat lao dong.

Nhuw trong nghién cttu cua Sutherland va dong nghiép nam 2008, nang suat cta
nhom Scrum cao hon téi gan 9 lan so v&i nhém st dung phuong phép truyén
thong.

Trong nghién cttu nay, kich thwéc phan mém dwgc do bang hai thudc do pho
bién trong phat trién phan mém la s6 dong ma va diém chic nang (function
point).

Nang sudt tinh theo diém chitc nang cia nhém Scrum cao hon nhém truyén
thong 15,3/1,7 = 8,88 lan.



* So sanh v@i phwong phap truyén thong waterfall
** KLOC: 1000 dong ma

= Theo Sutherland, J., Schoonheim, G., Rusten-burg, E., & Rijk, M. (2008,
August). Fully distributed scrum: The secret sauce for hyperproductive offshored
development

TUYEN NGON PHAT TRIEN PHAN MEM LINH HOAT

Chung t6i da tim ra cach tot hon dé phat trién phan mém thong qua viéc thuc
hanh va gitp d& nguoi khac thye hién. Qua do, ching t6i danh gia cao:

Mdc du cdc thit bén phdi van con gid tri, chiing téi danh gid cao hon cdc muc &
bén trai.

12 NGUYEN Li PHIA SAU TUYEN NGON AGILE

1. Uu tién cao nhat cua ching t6i la thoa man khach hang thong qua viéc chuyén
giao sdm va lién tuc cac phan mém cé gia tri.

2. Chao doén viéc thay doi yéu cau, tham chi rat muodn trong qua trinh phat trién.
Cac quy trinh linh hoat tan dung s thay do6i cho céac 1gi thé canh tranh cua khach
hang.

3. Thwong xuyén chuyén giao phan mém chay t6t t&i khach hang, tir vai tuan dén
vai thang, wu tién cho cac khoang thoi gian ngan hon.

4. Nha kinh doanh va nha phat trién phai lam viéc cing nhau hang ngay trong
suot du an.

5. Xay dung cac dv an xung quanh nhitng ca nhan cé dong lwc. Cung cap cho ho
moi tredng va s ho trg can thiét, va tin twdng ho dé hoan thanh cong viéc.

6. Phwong phap hiéu qua nhat dé truyén dat thong tin t¢i nhém phat trién va



trong ndi b6 nhom phat trién la hoi thoai truce tiép.
7. Phan mém chay t6t la thwdc do chinh caa tién do.

8. Cac quy trinh linh hoat thiic day phat trién bén vitng. Cac nha tai trg, nha phat
trién, va ngudi dung cé thé duy tri mot nhip do lién tuc khong gidi han.

9. Lién tuc quan tam dén cac ki thuat va thiét ké tot dé gia tang su linh hoat.
10. Sy don gian — nghé thuat t6i da hoa lwgng cong viéc chrra xong — la can ban.

11. Cac kién truc t6t nhat, yéu cau t6t nhat, va thiét ké t6t nhat sé duge lam ra
badi cac nhom tu to chite.

12. Nhom phaét trién sé thwong xuyén suy nghi vé viéc lam sao dé tré nén hiéu
qua hon, sau do6 ho sé diéu chinh va thay doi cac hanh vi ciia minh cho phu hgp.

Theo AgileManifesto.org
Y NGHIA CUA TUYEN NGON AGILE
theo Jeff Sutherland*

Nhitng gia tri d6 khong chi la thit ma cac tac gia cia Tuyén ngon Agile du dinh
cung cap ra dé phuc vu cho tuyén ngon va roi sau dé di vao quén lang. Ching la
cac gia tri can cit vao dé lam viéc. Ban than moi phwong phap linh hoat déu tiép
can cac gia tri trén theo cac cach thitc khac nhau, nhwng tat ca cac phwong phap
nay déu c6 tién trinh va bién phap thuc hanh cu thé dé nu6i dudng mot hoac
nhiéu trong so cac gia tri do.

Ca nhan va twong tac

Ca nhan va sy twong tac gitta ho la cot yéu dé nhom dat dwgce hiéu suat cao. Cac
nghién cttu vé sy “bao hoa giao tiép” (communication saturation) trong dw an
cho thay rang, khi khéng c6 van dé trong giao tié€p, nhom c6 thé thyc hién cong
viéc tot hon 50 lan so v&i mitc trung binh trong linh virc ciia minh. Dé tao diéu
kién cho giao ti€ép, cac phwong phap linh hoat thudng xuyén st dung chu trinh
thanh-tra-va-thich-nghi. Chu trinh nay c6 thé dién ra hang phut véi 1ap trinh cap



(pair-programming), hang gio véi tich hgp lién tuc (contin-uous integration),
hang ngay véi standup meeting (hop ditng), hang phan doan vdi cac budi hop so
két va cai tién.

Tuy nhién, chi tang tan suat phan hoéi va giao tiép la khong dua dé loai bo cac van
de vé giao tiép. Chu ky thanh-tra-va-thich-nghi hoat dong t6t chi khi cac thanh
vién trong nhom thé hién nhitng hanh vi quan trong sau:

« TOn trong gia tri ciia moi ca nhan

* Trung thyc trong giao tiép

 Minh bach vé dit liéu, hoat dong, va quyét dinh

« Tin twdng vao su ho trg ctia moi ca nhan véi nhém

e Cam két v6i nhom va cac muc tiéu cia nhom

Dé thic day cac hanh vi nay, nha quan li linh hoat phai cung cap mot moi truong
ho trg, cac nha huan luyén phai tao diéu kién thuan 1gi, va cac thanh vién cua
nhom phai thé hién chiing. Chi khi d6 nhém méi c6 thé phat huy dugce hét tiem
nang cta minh.

Pat t6i cac hanh vi d6 khé khan hon rat nhiéu so véi viéc hinh thanh chiing. Hau
hét cac nhom tranh né sw that, sy minh bach, va tin twédng vao cac chuan myc
van héa hoac c6 nhitng kinh nghiém tiéu cuc tir cac xung dot xuat phat tir truyén
thong trwdc day. Dé chong lai nhitng khuynh hwéng nay, ban lanh dao va thanh
vién nhém phai tao diéu kién cho nhitng xung dot tich cyc. Lam nhw vay khong
chi gidp tao ra hanh vi sinh 1gi ma con dem lai cac lgi ich khac:

« Cdi tién quy trinh phu thudc vao nhém trong viéc tao ra danh sach cac tré ngai
hodc van dé trong t6 chitc, d6i mat véi chiing mot cach trung thue, va sau do loai
bé ching mot cach co hé thong tuy theo do wu tién.

 D6i mdi chi xay ra véi viéc tw do trao doi cac y twdng mau thuan nhau, nhw
Takeuchi va Nonaka da tirng nghién cttu va chi ra.



* Viéc hwdng cac nhom t¢i muc tiéu chung doi héi nhém phai doi mat va giai
quyét cac van dé vé xung dot.

* Cam két lam viéc cung nhau sé xdy ra chi khi moi nguwdi dong y v&i muc tiéu
chung va sau do6 dau tranh cho sy tién bo cda ban than ciing nhw cia nhém.

Y cubi cling & trén néi vé cam két 1a dic biét quan trong. D6 1a khi ma céc ca
nhan va cac nhém dugce cam két va cam thay cé trach nhiém vdi viéc cung cap
cac gia tri cao, d6 la diém mau chot doi vdéi cac nhom phat trién phan mém. Cac
phuong phap linh hoat tao diéu kién cho viéc cam két bang cach khuyén khich
nhom dwa ra mot danh sach cong viéc dwgce wu tién hoa, dé ho tw quan li cong
viéc cua minh, va tap trung vao cai tién vé cach thuc hién cac cong viéc do.

Phan mém chay tot

Phan mém chay t6t 1a mot trong nhitng khac biét I6n ma phat trién linh hoat
mang lai. Tat ca cac phuwong phép linh hoat thé hién Tuyén ngon Agile bang
cach nhan manh viéc cung cap mot phan nhé ctia phan mém chay tot t6i khach
hang sau mé6t khoang thai gian nhat dinh.

Tat ca cac nhém Agile phai xac 1ap nhitng gi ho muon néi la “phan mém chay
t6t”, cai thwong duwgc biét nhu 1a Pinh nghia Hoan thanh. O' mic dd cao, mot
phan cua chitc nang hoan thanh chi khi cac tinh nang cia chiing vugt qua tat ca
cac kiém tht* va cé thé dugce van hanh bdi ngudi ding cudi. O mic thap nhat,
cac nhom phai vugt qua dugc kiém thit don vi (unit test) va kiém thir hé thong.
Cac nhom tot nhat con bao gom viéc kiém thi tich hgp, kiém thir hiéu nang, va
kiém thtr chap nhan cta khach hang trong dinh nghia hoan thanh déi vi mot
phan chitc nang. Thong qua nguon dit liéu phong phu tir cac dw 4n, mot cong ty
CMMI cép do 5 cho thay viéc xac dinh kiém thi chap nhan cung véi cac tinh
nang, trién khai mét loat cac tinh nang va theo do wu tién, ngay lap titc chay cac
kiém thtr chap nhan v4i moi tinh nang, va stta bat c¢ mot 16i nao c6 do wu tién
cao nhat sé tang gap doi toc do san xuat va giam cac sai sot dén 40%. Diéu nay
c6 dugce tir mot cong ty co ti 1€ sai sot thap nhat thé gidi.

Tuyén ngon Agile khuyén nghi cac nhém cung cap phan mém chay t6t sau mot
khodng thdi gian nhat dinh. Dong thuan véi Dinh nghia Hoan thanh la mot trong
nhitng cach thyc té€ dé nhom Agile mang lai hiéu suat va chat lwong cao, cai can
thiét dé hoan thanh muc tiéu nay.



Cong tac véi khach hang

Trong hai thap ky qua, ti 1& thanh c6ng cuia cac dy an tang hon hai lan trén toan
thé gidi. Biéu nay dwgc cho la vi cac dy an nhé hon va mic d6 chuyén giao
thwong xuyén da cho phép khach hang cung cap cac thong tin phan hoi vé phan
meém hoat dong mot cach déu dan hon. Cac tac gia cia ban Tuyén ngon Agile da
lam sang té diéu nay khi ho nhan manh rang viéc khach hang tham gia vao qua
trinh phat trién phan mém la hét sttc can thiét dé dan tgi thanh cong.

Cac phrong phap phat trién linh hoat da thic day gia tri nay bang cach dwa vao
mot dong minh tich cue cia khach hang lam viéc sat canh véi doi phat trién. Vi
dy, mot nhém Scrum dau tién c6 hang ngan khach hang. Sé la khong kha thi néu
cho phép tat ca khach hang tham gia vao qua trinh phat trién san pham, vi vay ho
chon ra mot vi dai st caa khach hang, dwgc goi la Product Owner (chu san
pham), dé dai dién cho khong chi tat ca khach hang trong triong hgp nay ma con
bao gom ca quan li, dich vu khach hang, va cac bén lién quan khac. Product
Owner c¢6 trach nhiém cdp nhat danh sach yéu cau vé san pham sau moi bon tuan
thdi diém ma nhém Scrum phat hanh phién ban san pham chay tét, cé tinh dén
yéu to thure té€ cung phan hoi cta khach hang va cac bén lién quan. Biéu nay cho
phép khach hang c6 thé dinh hinh san pham phan mém dang dwoc tao ra.

Mot nhom XP dau tién da bat dau véi mot du &n CNTT nodi bo. Ho c6 thé c6 san
nguoi st dung dau cudi cua cong ty trong nhom lam viéc v6i ho hang ngay. St
dung khodng 10% thoi gian, cac tw van vién va nhom noi bo c6 thé tim dugc mot
nguoi dung cudi cé thé lam viéc v4i nhom tirng ngay. 90% thoi gian con lai, ho
phai ct ra ngwoi dai dién cho khach hang. Nguoi nay, dwgec nhom XP goi la
Customer (khach hang), lam viéc truc ti€p vGi ngwoi dung cudi dé cung cap mot
danh sach céc tinh nang ro rang cung do wu tién cho phép doi phat trién co thé
thyre hién.

Cong tac vaGi khach hang (hoac dai dién cta khach hang) trén co s hang ngay la
mot trong nhitng ly do ly giai tai sao cac dit liéu trong nganh cong nghiép cho
thay rang cac dy an linh hoat c6 ti Ié thanh cong cao hon gap doi so véi cac du
an truyén thong tinh trung binh trén toan thé gigi. Cac phuwong phéap phat trién
linh hoat da nhén ra diéu do, va do vay, ching da tao ra mot vi tri dac biét trong
doi hinh phét trién danh riéng cho vi khach hang dai dién nay.



Phan hei véi thay doi

Phan hoi véi thay doi la diéu can thiét cho viéc tao ra mot san pham lam hai long
khach hang cling nhv mang lai nhitng gia tri kinh doanh. D{t liéu nganh cong
nghiép cho thdy hon 60% cac yéu cau vé san pham hay du an bi thay doi suot
qua trinh phat trién phan mém. Ngay ca khi cac dy an truyén thong két thic ding
thoi gian, trong gidi han kinh phi, vdi tat ca cac tinh nang theo ké hoach, nhwng
khach hang thuong khong hai long vi nhitng gi ho thay khong that sy ding nhw
nhitng gi ho muén. Luat Humphrey n6i rang khach hang khong bao gio biét
nhitng gi ho mudn cho dén khi ho thdy phan mém hoat dong. Néu khach hang
khong nhin thdy phan mém hoat dong cho dén khi két thic dy an, sé la qua
muon cho viéc két hgp cac thong tin phan hoi caa ho & thai diém nay. Cac
phuwong phap phat trién linh hoat tim kiém su phan hoi cia khach hang trong
suot dy an dé c6 thé két hgp thong tin phan hoéi va thong tin mé@i ngay khi san
pham dang dwgc phat trién.

Tat ca cac phwong phap phat trién linh hoat déu dwgc tich hgp san nhitng tién
trinh thay doi cac ké hoach trong mot khoang thai gian déu dan dva trén nhitng
thong tin phan hoi ti phia khach hang cling nhw bén dai dién cta khach hang.
Cac ké hoach duogc thiét ké dé sao cho luon cung cap gia tri kinh doanh cao nhat
trede hét. Bai vi 80% gia tri nam trong 20% cac tinh nang, mot dy an phat trién
linh hoat chay t6t c6 xu huwéng két thiic sém, trong khi hau hét cac dv an truyén
thong thuwong két thiic tré. Két qua la, khach hang thi vui vé hon, va cac nha phat
trién thi thich tht véi cong viéc ctia hg hon. Cac phuwong phéap phat trién linh
hoat dya trén nhitng hiéu biét d6, dé thanh cong hon ching phai c6 ké hoach dé
thay doi. D6 la ly do tai sao ching thiét 1ap cac quy trinh, chang han nhw So két
va Cai tién, dugc thiét ké ddc biét dé thay doi cac wu tién thwong xuyén duva trén
thong tin phan hoi cua khach hang va gia tri kinh doanh.

= Dwng va Nghi

Ban c6 dong tinh véi cac diém chinh ctia Tuyén ngon Agile khong? Ban cé
muon bo sung gi théem khong?



Agile chi la tap hgp nhitng gia tri dwgc néu trong Tuyén ngon Phat trién Phan
meém Linh hoat (goi tat la Tuyén ngon Agile).

Co rat nhiéu phwong phap chia sé nhitng gia tri cia Tuyén ngon Agile, chiing
déu dugc goi la phwong phap Agile Scrum la moét trong s6 cac phwong phap
Agile pho bién.

Cac phuong phap Agile va mitc do pho bién

Co rat nhiéu phwong phap Agile khac nhau va nhitng bién thé tir s két hop gitta
cac phwong phap Agile ban dau.

Theo khdo sat cia VersionOne nam 2015, Scrum la phwong phap pho bién nhat.
Scrum va cac phwong phap lai v6i Scrum nhw Scrumban, Scrum va XP chiém
gan % mitc do pho bién.

Pac trung quan trong cia Agile: Tiép can tang trueng lap

Nhom Phat trién sé hoan thanh mot tap nhitng tinh nang & phan trén ctia Product
Backlog trong mot khodng thoi gian dong khung (Sprint) tao ra mot phan tang
treong cho khach hang.

Khach hang sé nhan dwgc phan tang tridng cudi moi Sprint.

San pham sé tang trwdng dan cung vai thoi gian, tuy nhién tai bat cit thoi diém
nao ho ciing c6 phan mém chay tot.

Yéu cau san pham dwoc sap x€ép theo doi wu tién. Nhitng hang muc dem lai
nhiéu gia tri trén von dau tu (ROI) sé & trén.

Product Backlog chita cac yéu cau vé san pham dwgc cap nhat lién tuc dé thich
trng v6i nhitng phan hoi véi nhitng thay doi can thiét.

Cach tiép can nay, cung véi bo nguyén li Agile c6 thé gitp doi phat trién va nha
quan tri dy an vuot qua duwgc hau hét nhitng van dé dwoc nhac tGi trong phan dau
cua chvong nay.



Truwéc Agile, phan mém co ban dugc phat trién theo mé hinh thac nwéc
(Waterfall), hoac dva theo ké hoach (plan-driven)

Cac cong viéc dwgc lam mot cach tuan ty phu thudc rat nhiéu vao nhitng diéu da
duogc tién lugng trude do.

M6 hinh nay sé phat huy tdc dung néu nhw chiing ta c6 thé xac dinh dwgc chinh
xac yéu cau khac hang ngay tir dau, c6 kha nang tién lwgng dwoc cong viéc
twong lai va khong c6 thay doi nao vé cong nghé, moi truong kinh doanh, con
nguoi, v.v., diéu rat hiém gap trong thé gidi cong nghé ngay nay.

KHI NAO AGILE, KHI NAO KHONG

Cac dy an c6 quy mo, dac thu va do phirc tap khong giong nhau, do vay chung ta
can phai cé nhitng phwong phap phat trién phu hop.

DPé xac dinh dugc khi nao thi ra quyét dinh kiéu gi, lam viéc nhw thé nao, chiing
ta c6 thé stt dung Mo hinh Cynefin cho viéc phan loai tinh huéng va duv an, roi ra

cac quyét dinh quan trong.

Theo d6 c6 cac ving chinh mo ta cac dac tring khac nhau bao gom Hién nhién,
Ram roi, Phitc hgp, Hon don.

Bang sau day liét ké cac dac tinh tirng vung va vai tro ctia nguoi ra quyét dinh.

M6 hinh Cynefin cho viéc ra quyét dinh chién lugc

Dai v6i cac du an phat trién san pham mdi, thong thwong chiing roi vao vung
Phitc hgp. D6 la khu vire ma phwong phép truyén thong sé gap khé khan, va
cach tiép can Agile sé phu hgp hon.



NHUNG CAU HOI THUONG GAP

Agile la gi?

Phat trién Linh hoat (Agile Development, goi tat 1a Agile) 1a mot thuat ngit c6
nguon goc ti Tuyén Ngbn Phat trién Phan mém Linh hoat (The Manifesto for
Agile Software Development). Tuyén ngon nay dugc soan thao nam 2001 béi
mot nhém cac tac gid, chuyén gia ctia cac phwong phap phat trién phan mém
Scrum, Extreme Programming (XP), DSDM (Dynamic Systems Development
Method), Crystal, FDD (Feature-Driven Development), va mot vai nha lanh dao
khac.

Tuyén ngon Agile da tong két ra mot so gia tri va nguyén tac chung, pho quat
cho tat ca cac phuong phap luan vé linh hoat dang ton tai doc lap tai thoi diém
do.

Khi dung chit “agile” v&i tu cach la mot tinh tw, thi né mang nghia la “linh
hoat”. Nhuwng khi ta dung chit Agile (A viét hoa), titc 1a chi triét li va tat ca
nhitng phwong phap phat trién phan mém, phat trién san pham va quan li dya
trén triét 1i dwgc mo ta trong Tuyén ngon Agile.

Agile la triét 1i da 1am thay d6i dién mao nén cong nghé thé gidi trong nhitng
thap ki dau thé ki XXI. Cac phwong phap Agile da dugc thue té chitng minh la
cong cu manh cda cac ca nhan, t6 chitc trong viéc doi méi, sang tao, lam nén
nhitng san pham chat lwgng cao, dot pha, cling nhu gia tang hiéu qua hoat dong
va nang luc canh tranh, phat trién van héa t6 chitc. Nhitng nghién citu thue
nghiém va thong ké tir nganh cong nghiép phan mém cho thay Agile c6 thé giip
cho cac doanh nghiép gia tang nang suat va hiéu qua 1én gap nhiéu lan, nang ti 1€
thanh cong cta dy an Ién gap doi va gia tang nang luc canh tranh bén vitng cho
cac doanh nghiép. Cung v6i Tu duy Tinh gon (Lean Thinking), Khai nghiép
Tinh gon (Lean Startup), va Tw duy Thiét ké (Design Thinking), Agile van dang
tiép tuc tao nén nhitng lan séng doi thay 16n trén thé gidi.

Scrum c6 phai la Agile khong?
Scrum la m6t phwong phap Agile (pho bién nhat) nhung khong phai la Agile.

Agile dinh nghia cac gia tri cot 16i va nguyén tac dinh hwéng, con Scrum la mét
phuong phap cu thé chia sé cac nguyén tac do.



Vay Scrum la gi?

Tai liéu Huedng dan Scrum dinh nghia “Scrum la mot khung lam viéc dé phat
trién bén vitng cac san pham phitc tap”. Cé thé hiéu day la khung t6 chitc cong
viéc tong quat hwdng dén phat trién cac san pham phitc tap, chu yéu la phan
meém. Ngay nay Scrum c6 thé dugc dung nhu la nén tang t6 chitc cac cong viéc
khac nhau, tr quan tri dv an linh hoat néi chung, dén phat trién san pham, thyc
hién cac chién dich marketing, t6 chitc day hoc, san xuat 6 t6 module hoa hoac
nhitng cong viéc ca nhan khac.

Dua trén ly thuyét quan li thyc nghiém (empirical process control), Scrum st
dung co ché lap (iterative) va tang truedng (incremental) dé t6i wu héa tinh hiéu
qua va kiém sodt rii ro. Scrum rat don gian, dé hoc va c6 kha nang (ng dung rat
rong. Pé co6 thé dung Scrum,

ching ta can hiéu ro va van dung ding cac thanh t6 tao nén Scrum bao gom cac
gia tri cot 16i (con goi la “ba chan”, hay ba tru c6t cia Scrum), céc vai tro, cac s
kién, cac tao tac (artifact) va nhitng quy tac dac thu ctia Scrum.

Hién nay, dinh nghia Scrum la gi dugc ghi trong tai lieu Scrum Guide (Huwéng
dan Scrum) va dugc cap nhat thuong xuyén bdi chinh cac tac gia tai
http://scrumguides.org.

Toan bo cudn sach nay sé la vé Scrum. Hay doc tiép cac chwong sau.

Tai sao chon Agile?

Trong nén kinh té sang tao day bién dong hién nay, yéu cau cap thiét doi vdi cac
ca nhan hay t6 chirc 1a phai dat dwgc nang lwc linh hoat (Agility) cao do dé thich
ttng va dan dau trong cac cudc canh tranh. Agile la nén tang dé dat duoc Agility
va duy tri lgi thé canh tranh bén virng.

Triét 1i Agile cung véi cac framework, phwong phap ciing nhw cac cong cu dac
thu cé thé gitp cac ca nhan, d6i nhém va doanh nghiép tré nén hiéu qua hon,
nang suat hon va déi mdéi-sang tao tot hon.

Muon trién khai Agile thi bat dau tr dau?

Cac ca nhan c6 thé bat dau vdi viéc ap dung nhitng ki thuat co ban cua Personal
Kanban cluing véi ti duy Agile dé nang cao nang suat ca nhan, lam viéc hiéu qua,



kiém soat tot stress.

Cac lap trinh vién c6 thé bat tay v&i nhitng ki thuat 1ap trinh Agile co ban nhw
TDD, Pair-Programming dé nang cao chat lwgng phan mém trwdc khi di xa hon
v6i day da bo ki nang dé tré thanh Nghé nhan Phan mém (Software Craftsman)
dich thuc.

Cac nhém c6 thé ng dung Scrum dé t6 chitc lai cong viéc, nang cao hiéu qua
giao tiép va hiéu suat nhém.

Cac cong ty co thé bat dau véi viéc tai té6 chirc cong viéc va quy trinh nghiép vu
v6i Scrum, Lean dé giam thiéu lang phi, nang cao hiéu qua hoat dong, t6i wu hoa
nguon lyc va gia tang nang lwc canh tranh bén virng.

Trién khai Agile c6 ton kém khong? Co6 doi héi dieu kién gi diic biét ve trinh
d6 khong?

Phu thudc vao nguon Iyc ching ta cé, viéc thue hanh Agile c6 thé don gian la
sap xép lai cong viéc ma khong can thém chi phi. D6i vGi cac chwong trinh
chuyén doi can ban va toan dién, sy dau tw c6 thé sé phai twong xing véi muc
tiéu do t6 chirc deé ra.

Co6 bo cong cu hay phan mém nao dé thyc hanh Agile?

Agile quy trinh tw duy, trong khi phwong phap sé dinh hinh céach trién khai cu
thé, va cac cong cu sé trg giup mot phan nao d6. Cong cu va quy trinh can dugc
lwa chon ki dé phuc vu cac ca nhan lam viéc hiéu qua va twong tac nhom tot hon,
khong nén la lva chon dé “danh dau” rang “t6i da st dung Agile”.

Cac nhém Scrum nhé, lam viéc tap trung cé thé chi can cac d6 chi phi thap dé co6
thé van hanh t6t Scrum: bang trang, giay dan, but viét bang.

Ching ta cling c6 thé st dung hang loat cac hé thong phan mém, cloud ho trg
twong tac nhom theo triét 1i Agile nhw Trello, Asana, Jira, TFS. Ching c6 thé
mién phi hodc tinh phi tuy nhu cau st dung ctia mo6i nhém va to chifc.

Doi véi cac to chire 16n, viéc dau tw cho cac cong cu dé gia tang hiéu qua tong
thé luon la mot trong nhitng wu tién trong danh muc dau tw cho cong nghé dé
phat trién.



CAU HOI UNG DUNG
1. Tuyén ngon Agile gitp ban nhan ra gia tri gi cho minh?

2. C6 nguoi dién dich y thit hai trong Tuyén ngon Agile la “phan mém chay t6t
thay vi tai liéu day du”, theo ban dién dich nhw vay c6 gi khong ding? Tai sao?

3. Nhiéu nguoi cho rang Tuyén ngon Agile c6 5 diéu, theo ban diéu thit 5 cia
ban tuyén ngon nay la gi?

4. Can ctt vao dau dé néi rang mot phwong phap phat trién phan mém la Agile?

5. Ban nhan dinh xem nhitng 1y do nao khién cac phwong phéap phat trién phan
meém truyén thong khong con phu hgp véi thuce té?

6. Phan loai dv an cua ban theo mé hinh Cynefin?

7. Tai sao cach thirc phat trién lap (iterative) va tang trwdng (incremental) lai
giup cac phuwong phap Agile thich tng véi nhitng thay doi tir khach hang, moi
treong kinh doanh, cong nghé, v.v.?

8. Ban sé giai thich nhw thé nao vdi dong nghiép cho rang lam Agile 1a khong
can co ké hoach?

9. Khi thyc hién mot dy an cu thé cia ban thi can tao bao nhiéu tai liéu la da?

10. Hay phan tich nhitng yéu t6 cong cu, quy trinh nao dang can tré dong luc
lam viéc ctia ca nhan va sy cong tac trong nhom/té chitc ctia ban?



2KHAI LUQC SCRUM

Trong chvong nay...

* Binh nghia Scrum

* Lich st Scrum

» Téng quan khung lam viéc Scrum

 Cac tng dung cua Scrum

* Tai sao dung Scrum?

* Sprint

* GOi tang truong

Ndng sudt khong phdi la tdt cd, nhung vé ldu dai thi né hau nhv la tdt ca.
Paul Krugman - Nobel kinh té 2008

SCRUM LA GI ?

Poi khi dugc goi la mot phwong phap Agile, Scrum la khung lam viéc linh hoat
dugc st dung pho bién nhat dén noi nhiéu ngwoi lam twdng Agile chinh la
Scrum hay Scrum chinh la Agile.

Nhwng Scrum chi la mét trong s6 hon chuc phwong phap cu thé chia sé cac gia
tri dugc phat biéu trong Tuyén ngon Agile.

Theo tai liéfu Hwéng dan Scrum, Scrum la khung lam viéc (frame-work) dé phat
trién san pham hodc quan li cac dv an phitc tap theo cach thirc ldp (iterative) va
tang tredng (incremental). Qua trinh phat trién duwgc thwe hién thong qua cac
phan doan n6i tiép nhau. Khung lam viéc Scrum bao gém cac gia tri cot 16i, vai
tro, su kién, tao tac va cac quy tac dé gan két tat ca thanh mot thé thong nhat.

Scrum la khung lam viéc linh hoat, “dé hiéu nhwng kho tinh thong”.



Mot s6 hiéu lam Scrum la mot bd cong cu hay bién phap thyc hanh nén cho rang
minh c& c6 Sprint Backlog hay thyc hién Scrum Hang ngay thi goi la Scrum.
MGt hiéu 1am khac, Scrum la phép than dé giai quyét tat ca cac van dé cua to
chitc hay dy an. Bé st dung Scrum can su thay doi sau sac trong cach nghi, cach
lam chit khéng dirng lai ¢ viéc c6 mot s6 cong cu hay thue hién mot so s kién.
Chuong nay sé tim hiéu toan canh khung lam viéc Scrum. Riéng chwong 6 sé
thao luan cach dwa Scrum vao t6 chitc.

Scrum — mét cach dién giai khac

Trong mot bai viét nam 2011, Denning tom tat 10 dac diém cta Scrum: 1. T6
chitc cong viéc theo cac chu trinh ngan (goi la phan doan) 2. Khi nhém lam viéc
trong cac chu trinh ngan nay, cap quan li khéng can thiép (tttc nhém dwgc trao
quyén t6i da) 3. Nhom béo céo truc tiép cho khach hang, khong phai cho nha
quan li 4. Nhém wéc tinh thoi gian dé hoan thanh cong viéc

5. Nhom quyét dinh khoi lwgng cong viéc dé lam trong phan doan 6. Nhom
quyét dinh cach hoan thanh cong viéc trong phan doan

7. Nhom tu danh gia hiéu suat ciia minh
8. Xac dinh muc dich cta phan doan truée khi bat dau

9. Xac dinh muc tiéu thong qua cac cau chuyén nguoi dung (user stories) 10.
Loai bé cac tré ngai cho cong viéc mot cach cé hé thong

Theo: Steve Denning (2011). Scrum is a major manage-ment discovery, Forbes.
Lich sit Scrum

Takeuchi va Nonaka la nhitng nguoi c6 anh huwéng rat 16n tGi sy ra doi ciua
Scrum véi bai viét “The New New Product De-velopment Game” trén Harvard
Business Review nam 1986.

Jeff Sutherland lan dau gi6i thiéu Scrum tai cong ty Easel vao nam 1993.

Ken Schwaber cung Jeff Sutherland thuyét trinh vé Scrum tai si kién OOPSLA
nam 1995.



Nam 2001: Tuyén ngon Phat trién Phan mém Linh hoat va Lién minh Agile
(Agile Alliance) ra doi. Nam 2002: Lién minh Scrum (Scrum Alliance) dwoc
thanh lap.

Ken Schwaber va Jeff Sutherland cung xay dwng dinh nghia Scrum tai
ScrumGuides.org v6i phién ban dau nam 2010.

Scrum duwgc dung dé lam gi?

Nhiéu bao cao cho thady Scrum dwgc st dung rong rai, khong chi trong linh vurc
phat trién phan mém, ma con loang ra ca nhitng dw 4n san xudt phan citng, cac
doi nhom marketing hay giao duc.

* Phat trién phan mém thwong mai

* Phat trién tng dung noi bo

* Phat trién theo don dat hang

 Cac dv 4n ma gia da dugc chot

* Cac trng dung tai chinh

* Cac tng dung tuan thu chuan ISO 9001

» Cac hé thong nhing

* Cac hé thong hoat dong 24x7 véi yéu cau 99,999% thai gian hoat dong.

« Hé thong diéu khién may bay Joint Strike Fighter

* Phat trién video game

» Phan mém Diéu khién-Vé tinh

» L.am ra cac Website



 Phan mém cho thiét bi cam tay

* bién thoai di dong

* Cac tng dung chuyén mang

» Cac dv an hoc tap

* Cac chién dich marketing

* Quan li cac sy kién cong nghé

* San xuat 6 to

* Quan li 16p hoc hién dai (eduScrum)

* Va nhiéu nita

Mot cudc hop DailyScrum & Microsoft,

<dnh Wikipedia>

Doéi wikispeed str dung Scrum dé cong tdc va sdn xudt 6 t6.

<dnh: wikispeed>

Mot I6p hoc dung eduScrum & Ha Lan,
<dnh eduScrum.nl>

LOI iCH KHI DUNG SCRUM



Vi phuong phéap truyén thong, phai dén giai doan cu6i méi thdy duwgc san
pham, con truedc dé khong c6 san pham that. T khi bat dau phat trién tinh true
quan ngay cang giam.

V6i Scrum, ngay tir dau ching ta da chuyén giao nhitng phan tang triédng hoat
dong tot cua san pham va viéc chuyén giao la lién tuc va déu dan, do trec quan
dugc duy trl @ mic cao.

Vi phwong phép truyén thong, khach hang phai dgi dén cudi dé bat dau nhan
dwgc gia tri tir san pham bai viéc danh nhiéu thoi gian dé 1ap ké hoach va thi
cong du &n ma khong dwa ra dwge mét san pham thure sw. Do do gia tri ho nhan
dwgc ban dau la rat thap.

Nguwoc lai, Scrum tap trung chuyén giao cac tinh nang hoan chinh cta sdn pham

ngay tir dau. Do do, ngay trong giai doan san xuat, khach hang da nhan dugc cac
gia tri. Nhitng gia tri nay ngay cang dwgc tich iy va I6n dan 1én theo tién do dw

an.

O phuong phéap quan li truyén théng, ching ta dit cuge vao do chinh xac cia ké
hoach ban dau méc du khi d6 chiing ta c6 nhiéu gia dinh nhw con ngudi, cong
nghé, moi treong kinh doanh khong thay doi hodc chiing ta biét da nhitng yéu t6
nay, do dé rui ro la rat cao cho téi khi két thuc.

Do6i véi Scrum, mitc do rdi ro gidm rat nhanh theo cap s6 mii. Chia khoéa & day
chinh la lam viéc 1dp va tang treéng cung va6i su thanh tra va thich nghi lién tuc.
Nhitng yéu t0 tiém an radi ro lién quan dén san pham, cong nghé, con nguai, v.v.,
déu dugce phat hién va diéu chinh tir sém.

Cac phwong phép truyén thong khong san sang cho viéc thay doi béi, chiing ta
phai chuan bi mot ké hoach chi tiét va cu thé tir giai doan dau, sau d6 phai bam
sat tirng ké hoach. Chi phi cho su thay doi la rat 16n, dac biét ¢ giai doan sau.

Nguwogc lai, Scrum luén cht dong dén nhan thay doi. Ching ta khong danh nhiéu
cong sirc dé l1ap ké hoach cho nhitng gia dinh ma lu6n chuan bi cho moi s phia
trwdc, do d6 chi phi cho thay déi thap hon.

Nhitng l¢i ich khac...



Moi hoat dong déu huéng gia tri (Value-Oriented) do d6 Scrum gitp ching ta toi
wu hoa gia tri trén von dau tu (ROI).

Pinh hwéng khach hang (Customer-Centric): tang do hai long cta khach hang
bdi tat ca nhitng gi ching ta lam la dé phuc vu khach hang.

Giam thiéu cac “ng ki thuat” bai cach lam la lu6én hoan thanh moi thit véi chat
lwvgng dam bao va linh hoat cao dé chap nhan s thay doi. Béi thé khi phat trién,
cac lap trinh vién can stt dung cac phwong phap dé tang kha nang linh hoat nhw
ma sach, v.v..

Chat lvgng san pham cao. Nhém ludn ban giao san pham hoan thanh va thyc
hién viéc thanh tra, nén néu c6 nhitng van dé chat lwgng thi n6 sé duge phat hién
va nhom sé thich nghi dé dwa moi thit tré vé tiéu chuan.

Giam thiéu rai ro khi ttng dung gap van dé. Viéc ban giao san pham sém, khach
hang c6 thé xem va st dung san pham, nén viéc phat hién cac rii ro sém hon.
Tham chi khi tng dung gdp van dé thi nhém nhanh chéng c6 thé thich nghi.

Tang nang suat va hiéu qua lao dong. Scrum gitp nhém lién tuc phat hién ra
nhitng tinh nang dem lai gia tri trén von dau tw cao, hoan thanh nhitng tinh nang
c6 chat lwvgng va toc d6 cao hon nhu trinh bay & Chuong 1.

Phét trién bén vitng ca nhan va doi nhém. Viéc nhom dwoc ty to6 chite giup ho c6
co hoi lam viéc cung v&i nhau, qua d6 moéi ca nhan tredng thanh hon & rat nhiéu
yéu to nhw tinh chu dong hon, cam két hon, dong luc, tri thitc va ki nang phat
trién san pham. Tri thitc trong nhém dwgc lan toa gitta cac thanh vién, do dé ban
than nhom ciing phat trién.

KHUNG LAM VIEC SCRUM

Khung lam viéc Scrum gém céc vai tro cia Nhém Scrum, cac Tao tac (Artifact)
dwgc lam ra, cac Sy kién Scrum, cung véi cac quy tac rang budc cach thirc lam
viéc. Tat ca ching dugc xay dung dwa trén mot hé gia tri nhat quan véi cac gia
tri Agile va cac gia tri cot 16i cua Scrum.

Vai tro

Dinh ra trach nhiém cua tirng thanh vién trong nhém Scrum ty t6 chitc * Product



Owner

» ScrumMaster

* Nhém Phat trién

Tao tac

Cac cong cu hodc san pham do nhém Scrum lam ra
* Goi tang truong

* Product Backlog

« Sprint Backlog

Sy kién

Cac cudc hop va co ché cong tac cé cau tric dé cong tac hiéu qua huéng dén
muc tiéu chung ¢ Sprint

» Lap ké hoach Sprint
 Scrum Hang ngay

* So két Sprint

« Cdi tién Sprint

Ba tru c¢t: Thanh tra — Minh bach - Thich nghi Nam gia tri: Diing cam,
Tap trung, Cam két, Céi mé, Ton trong

SCRUM - Mot mo ta tong quat

Gia st ban dang la thanh vién cia mot nhom Scrum. Sang thit Hai, ban sé cung
nhom lam viéc ng6i véi nhau, hop 1ap ké hoach dé quyét dinh ca d6i sé lam gi
trong tuan va lam nhu thé nao. Sau do6 cac cong viéc dugce chia nho ra thanh
cong viéc cu thé ma ai ciing hiéu dugc, dan 1én bang cong viéc chung. Hang
ngay tu thit Ba dén thit Nam, ban sé tu Iira chon viéc lam phu hgp roi bat tay
thue hién. Vao dau gio sang, trde khi lam viéc, ban cung ca nhom ditng truéc
bang cong viéc chung, ra soat lai tién do cda tirng nguwoi, thong bao vé mot s6



kho khan gdp phai trong khi lam viéc. Cudc hop ditng d6 dién ra hang ngay,
trong vong 15 phit. Cu6i moi ngay, ban c6 gang hoan thanh that t6t nhitng viéc
da lva chon. Vao chiéu thit 6, ca doi ngoi ra soat lai cong viéc xem ké hoach de
ra tir dau tuan cé dugc hoan tat khong. Ngay sau do, ca doi ngoi vdi nhau dé de
ra cai tién cach lam viéc cho tuan sau dé hiéu qua va vui vé hon. Tuan sau ca
nhom 1ap lai nhip lam viéc nhw vay, nhwng véi lvu y vé mot so cai tién sé dugc
moi nguoi tuan thu.

D6 la hinh dung don gian vé mot nhip lam viéc cia mot nhém Scrum nho su6t
mot tuan. Trong mo ta trén, Nhém Scrum dong khung hoat dong ctia minh trong
vong 1 tuan, Scrum goi khung thdi gian nay la Sprint. Buo6i hop ké hoach dau
tuan dwgc goi la budi Lap ké hoach Sprint. Budi ra soat thanh qua céng viéc vao
thit Sdu goi la hoat dong So két Sprint. Hoat dong hop dé tim kiém cach lam viéc
tot hon dugc goi la hop Cai tién Sprint. Bu6i hop ditng kéo dai 15 phtit moi ngay
dwgc goi la Scrum Hang ngay. Bang cong viéc chita nhitng viéc can lam cho mot
tuan do dugc goi la Sprint Backlog.

Trong Nhom Scrum kia con c6 cac thanh vién git cac vai tro khac nhau: mot
Product Owner chiu trach nhiém quan li danh sach nhitng yéu cau cong viéc
(dwoc goi la Product Backlog), mot ScrumMaster chiu trach nhiém t6 chitc cach
thitc lam viéc theo Scrum cho cd nhém, va mot Nhom Phat trién gom nhitng
nguoi c6 di chuyén mén dé hoan thanh muc tiéu ma ca nhom de ra.

Trén day la cach chiing ta hinh dung don gian hoa vé mot nhém lam viéc theo
Scrum trong vong mot tuan. O mirc do tong quan, ching ta thdy nhip lam viéc
nay rat gan giii vdi cach lam viéc caa nhitng nhém lam viéc gan két va chuyén
nghiép.

No6i theo cach ctia Scrum, chiing ta sé c6 mot mo ta khac vé cach mét nhom
Scrum lam viéc nhu duéi day.

Product Owner tao ra Product Backlog chita cac yéu cau cta du an vGi cac hang
muc dwgc sap theo thi ty wu tién. Poi san xuat sé hién thuc héa dan cac yéu cau
cta Product Owner véi su lap di lap lai cac giai doan nwéc rit tir 1 dén 4 tuan
lam viéc (goi la Sprint) v&i dau vao la cac hang muc trong Product Backlog, dau
ra la cac g6i phan mém hoan chinh c6 thé chuyén giao duwgc (Potentially
Shippable Product Increment). Truwdc khi ca nhém cung dua nuwéce rut trong
Sprint, d6i san xuat cung hop véi Product Owner dé 1ap ké hoach cho tirng
Sprint. Két qua cia budi lap ké hoach (theo cach lam ctia Scrum) la Sprint



Backlog chita cac cong viéc can lam trong su6t mot Sprint. Trong qua trinh phat
trién, nhém sé phai cap nhat Sprint Backlog va hop hang ngay (Daily Scrum) dé
chia sé tién do cong viéc, tai lap ké hoach cling nhw cac viedng mac trong qua
trinh lam viéc cung nhau. Nhom duwgc trao quyén tw quan li va t6 chitc 1ay cong
viéc ctia minh dé hoan thanh cong viéc trong Sprint. Khi két thic Sprint, nhom
tao ra go6i phan mém c6 chitc ndng hoan chinh, san sang chuyén giao (shippable)
cho khach hang. Budi hop So két Sprint (Sprint Review) & cudi Sprint sé€ gitip
khach hang thdy duwgc nhém da co6 thé chuyén giao nhitng gi, con nhitng gi phai
lam hodc con gi phai thay doi hay cai tién. Sau khi két thic viéc danh gia Sprint,
ScrumMaster va Nhom Phét trién cting t6 chitc hop Cai tién Sprint (Sprint Retro-
spective) dé tim kiém cac cai tién triede khi Sprint tiép theo bat dau. Piéu nay sé
gitp nhom lién tuc hoc héi va trueng thanh qua tirng Sprint.

Cac Sprint sé dugc lap di 1dp lai cho t6i khi nao cac hang muc trong Product
Backlog déu dwgc hoan tat hodc khi Product Owner quyét dinh c6 thé dirng dy
an can ct tinh hinh thwce té. Do st dung chién thuat “c6 gia tri hon lam treéc”
nén cac hang muc mang lai nhiéu gia tri hon cho cha dy an luon dwgc hoan tat
treéc. Vi vay Scrum luon mang lai gia tri cao nhat cho ngudi dau tu cho du an.
Do quy trinh luén luén dugc cai tién, nhém Scrum thwong c6 nang sudt lao dong
rat cao. Pay la hai lgi ich to 16n ma Scrum mang lai cho t6 chitc.

BA TRU COT CUA SCRUM

Minh bach (transparency)

Mubn thanh cong véi Scrum, thong tin lién quan t6i qua trinh phat trién phai
minh bach va thong su6t. Cac thong tin dé c6 thé la: tam nhin (vision) vé san
pham, yéu cau khach hang, tién do cong viéc, cac khiic mac va rao can v.v.. Tw
d6é moi nguwoi ¢ cac vai tro khac nhau c6 da thong tin can thiét dé tién hanh cac
quyét dinh c6 gia tri dé nang cao hiéu qua cong viéc. Cac cong cu va cudc hop
trong Scrum luén dam bao thong tin duwgc minh bach cho cac bén.

Thanh tra (inspection)
Cong tac thanh tra lién tuc cac hoat dong trong Scrum dam bao cho viéc phat 10

cac van deé cting nhu giai phap dé thong tin da dang va hitu ich dén dwoc véi cac
bén tham gia du 4n. Truy xét ki cang va lién tuc la co ché khai dau cho viéc



thich nghi va cac cdi tién lién tuc trong Scrum.
Thich nghi (adaptation)

Dua trén cac thong tin minh bach hoa tr cac qua trinh thanh tra va lam viéc,
Scrum c6 thé phan hoi cac thay déi mét cach tich cye, nho d6 mang lai thanh
cong cho du an. Cac no Iyc minh bach va thanh tra déu dé huwéng téi hanh dong
thich tng nhanh choéng, hiéu qua.

NAM GIA TRI CUA SCRUM

GIA TRI SCRUM

Diing cam = Dé mot nguwdi dam noéi van dé cia minh va chap nhan rat nhiéu loai
rai ro khi thay doi, cam két, ho can la ngudi diing cdm. Vé co ban, nhitng gia tri
khac khong thé c6 néu ban khong c6 s diing cam.

Tap trung = Moi nguoi tap trung vao cong viéc trong Sprint & Muc tiéu Sprint
cta Nhom.

Khi nhém Phat trién da cam két v&i nhitng viéc trong Sprint, ho can phai tap
trung dé hoan thanh nhitng gi ma minh da cam két.

Cam két = Moi thanh vién cam két v4i cac thanh vién khac vé nhitng diéu minh
lam 6ng viéc da dugc chon & budi Lap ké hoach Sprint.

Ngoai ra, chuing ta lién tuc cai tién tic la thay doi dé tré thanh mot ca nhan tot
hon, nhém t6t hon va t6 chite t6t hon. Ching ta luén phai thay dé git vitng lgi
thé canh tranh va phuc vu khach hang. Thuc hién thay bao gio ciing rat khé
khan, do dé chi véi si cam két ching ta méi c6 lam dugc.

Cdi mé& = Moi thw can phai ré rang, minh bach dé moi nguwoi c6 thé lam viéc
hiéu qua. Phat mém rat phi¢c tap, mot nguwdi khong thé nhin va hiéu dugc hét tat
ca moi van dé. Do d6 néu moi ngudi khong cdi mé vdi nhau, thong tin bi che
gidu rat éu qua cong viéc kho long c6 thé nang cao.

Ton trong = Khi thiéu ton trong, moi ngwdi khé thanh that trong chia sé. Vi du,
khi m6t ngwoi khong biét mot diéu gi do va di hoéi nguwdai khac. Ngwoi tra 10i thay
vi mong mudn giup d& dé nguwdi héi trd nén tét hon, doc 1ap hon lai phan nan,



danh gia nguai hoi thi 1an sau nguwoi hoi sé khé ma cdi maé va néi s that dwoc.

Khong c6 ton trong, kho c6 si cdi m@. Nhitng cong ty c6 van héa do 16i kho co
SU cOi mo.

SPRINT - TRAI TIM CUA SCRUM

Sprint la phan doan ngan dé tao ra phan chitc nang va tinh nang hoan chinh. Cac
Sprint dién ra noi tiép nhau. Do dai ctia Sprint tir mot dén bon tuan. Giir do dai
Sprint khéng doi dé tao nhip cho nhém. Sprint cang ngan, chi phi quan li cang
16n. Sprint cang dai cang khé giit su tap trung cia nhom cling nhw giam kha
nang linh hoat v&i su thay doéi. M6i Sprint déu c6 Muc tiéu Sprint (Sprint Goal)
tong hgp nhitng chitc nang va tinh nang nhém cam két hoan thanh trong Sprint.
San pham dwgc thiét ké, 1ap trinh va kiém thit trong Sprint.

Cung cong viéc nhung dugce t6 chite khac va vdi it yéu cau hon. Nhitng lang phi
16n sé bi phat 16 va c6 thé duge x6a bo mot cach hé thong.

Theo tai liéu thuyét trinh “Scrum for Vietnam” ctia Ken Schwaber, 2012.
Cac loai phat trién tuan ty va chong lap

Co nhiéu loai phat trién chong lap:

- Loai A: Cac giai doan tach biét.

- Loai B: Cac giai doan c6 sw chong 1ap nhau, nhwng khong hoan toan - Loai C:
Cac giai doan hoan toan chong 14p. Moi viéc déu dwgc lam trong mot khoang

thdi gian ngan
Cac loai phat trién tuan ty & chong lap
= Dwng va Nghi

Nhém cuia ban co6 thé lam viéc theo kiéu chong lap loai C khong? Thit hinh
dung ai lam gi, nhw thé nao.



Vi du vé chong lap

Tat ca thanh vién & cac vung ki nang khac nhau dong thai tham gia vao viéc phat
trién.

Moi cong viéc dé hoan thanh san pham tir phan tich yéu cau, viét kiém tht, thiét
ké, 1ap trinh, kiém thir don vi, dwng san pham dugc thue hién dong thoi.

Pong khung thoi gian cho Sprint

Khong thay doi yéu cau san pham trong trong su6t Sprint nhung néu Nhom Phat
trién phat hién thiéu mot cong viéc dé hoan thanh muc tiéu (vi du phat sinh bug)
thi c6 thé thém vao. Néu mot ai d6 (vi du Product Owner) yéu cau thay doi yéu
cau thi Nhom Phat trién c6 thé tw choi, ScrumMaster ddm bao Product Owner
khong dwgc yéu cau viéc do véi Nhém Phat trién.

Can tao khong gian ti cht cho nhém. Nhém dwgc quyét dinh cach lam dé hoan
thanh cong viéc. Khong ai dwoc yéu cau Nhom Phat trién cach lam viéc ké ca
ScrumMaster.

Tranh quan li vat (micro-manage). Khong true tiép giao viéc cho thanh vién
nhom. Hay dé ho tu quyét dinh. Néu kha nang quyét dinh cta ho chwa thye sy
tot, hay gidp dd ho bang cac dwa ra cac quy tac hodac dao tao ho.

ScrumMaster — “choé chan ctru”: titc 1a ddm bao Nhom Phat trién tap trung lam
viéc ma khong bi lam phién.

Tranh thay doi Muc tiéu Sprint, thanh vién Nhom Phat trién, chat lwong muc
tiéu, pham vi cta tinh nang. Khi c6 thay doi rat hé trong hodc bat kha khang thi
c6 thé hay Sprint hoac dam phan véi Product Owner va Nhom Phat trién. Tuy
nhién néu viéc dé dién ra lién tuc thi van dé 16n dang xay ra. Nhom Phat trién
khong thé tap trung dé lam viéc hiéu qua nhat.

Két qua cudi moi Sprint: Géi tang truéng
Go6i tang trwdng (Increment) la cach goi tat ctia thuat ngir “goi tang trwedng co

kha nang chuyén giao dwgc”, la tong tat ca nhitng hang muc da hoan thanh cta
Product Backlog ctia Sprint va cac Sprint trugc. Tang tredng nay phai “hoan



thanh” c6 thé chuyén giao dwoc va thoa man Pinh nghia Hoan thanh ma nhom
Scrum da thong nhat trede do. Goi tang tredng nay phai cé kha nang st dung
duogc bdi khach hang chit khong phai la san pham alpha hay ban mau. Tuy nhién
viéc c6 chuyén giao cho khach hang hay khong tuy thudc vao nhiéu yéu t6 nhw
chién lvgc phat hanh, ké hoach kinh doanh, v.v.. Géi tang treéng phai dugc trinh
dién & So két Sprint.

Nhitng l¢i ich tit géi ting truéng

Viéc c6 mot phan tang tredng chuyén giao dwoc sau mot khoang thoi gian ngan
sé gitip nhanh chéng c6 dugc phan hoi tir nguwdi dung hay khach hang. Cac phan
hoi nay sé dugc ghi nhan dé dwa ra nhitng diéu chinh cho san pham néu can
thiét. Vi du mot (tng dung danh cho cac thiét bi di dong, sau mot khoang thoi
gian ngan v6i mot lwgng tinh nang da dung ban dau thi chiing ta c6 thé phat
hanh t6i mét lwgng ngwoi dung nhat dinh. Sau dd, chiing ta sé lan lwgt tich hgp
thém nhitng tinh nang khac hoac c6 nhitng diéu chinh hgp ly dya trén phan hoi
cta nguoi dung. Nhitng phan héi nay thye sy gia tri béi vi ching xuat phat tw
nguoi dung that va dva trén san pham that.

Viéc chuyén giao dugc nhitng phan san pham nhanh chéng sé gitip chiing ta sém
thu duwgc gia tri tir sdn pham. Vi du véi mot wng dung danh cho thiét bi di dong
nhw da néi & trén, viéc sém mang dén tay ngudi dung sé gitip day nhanh viéc
phat trién khach hang 1én song song v§i phat trién san pham. Diéu nay c6 nghia
la ching ta ciing sém thay dugc gia tri ctia san pham va gia tri nay cling dén tay
nguoi dung s6m hon.

Phan tang trwedng chuyén giao dugc sé gia tang tinh minh bach trong qua trinh
san xudt. Sau nhitng khoang thdi gian ngan, chiing ta da c6 dwgc nhitng phan san
pham thuc s “hoan thanh” ma tat ca moi ngudi déu co thé nhin thay dwoc,
twong tac dugc, thay vi chi la nhitng bao cdo, nhitng thiét ké hay ban mau von
tiém an nhiéu rai ro.

Phan tang trudng gitip gidm thiéu rui ro, xét vé cad mat kinh doanh lan ki thuat.
Vé mat kinh doanh, ching ta s6m biét duwgc thye sy tinh nang d6 c6 mang lai gia
tri hay khong. Chang han, chiing ta muon phat trién mot phién ban cua hé thong
hién tai danh riéng cho cac thiét bi di dong, nhurng khong biét dwgc phan tng cua
thi truong. Do vay, viéc ching ta nhanh chong dwa ra dwgc mot phién ban dung



dwgc cta san pham sé gitap tham do thi trwedng va dwa ra cac quyét dinh diéu
chinh hgp ly.

Vé mat ki thuat, ching ta s6m phat hién dwgc nhitng kho khan va dwa ra nhitng
giai phap diéu chinh trudc khi qua mudn. Chang han, ban mu6n st dung mot
cong nghé mdi vao trong hé thong ctia minh, viéc sém c6 dugc tinh nang that sé
gitip kiém chitng dugc liéu cong nghé do c6 ho trg tét cho nhu cau cua minh hay
khong.

= Dwng va Nghi

Hay nghi lam cach nao dé nhom cia ban luon chuyén giao gia tri cho nguoi
dung trong vong 30 ngay.

CAU HOI UNG DUNG

1. Hai tru c6t Thanh tra va Thich nghi ctia qua trinh bach ly thyc nghiém bi anh
huwéng nhw thé nao néu tru c6t Minh bach khong dam béao?

2. M6 ta m6i quan hé gitra ba tru c6t ctia qua trinh quan li thyc nghiém.

3. Phan tich wu va nhuwge diém caa viéc Nhom Phat trién tw xac dinh cach hoan
thanh cong viéc trong phan doan thay vi mot ngwoi thue hién va truyén dat lai.

4. Ban c6 thé ap dung Scrum dé quan li nhitng cong viéc nao cia minh?
5. Nhéom Scrum quan li thay d6i nhw thé nao?

6. M6 ta lgi ich cda bén lién quan (vi du: khach hang, nha phat trién, quan li,
v.v.) tt viéc ap dung Scrum?

7. Néu ap dung Scrum vao mot dw an/cong viéc cda ban thi thanh vién & nhitng
chuyén mon khac nhau (kiém tht, thiét ké, v.v.) sé tham gia theo trinh tw nhu thé
nao trong mot Sprint?

8. Nhitng 1gi ich khi Nhom Phat trién dugc lam viéc trong mot Sprint dong
khung?

9. Nhitng kho khan khi dong khung mot Sprint & dy an/cong viéc cua ban? Cach
vuot qua?



3NHOM SCRUM

Trong chvong nay...

* Nhém lién chitc nang va tw té chiec

» Cac giai doan phat trién ciia nhém lam viéc

* Nhém Scrum

* ScrumMaster

* Product Owner

* Nhém Phat trién

* Cac nghé nghiép dac thu Scrum

Néu tdat ca moi nguoi cung nhau tién vé phia trudc, thi thanh céng sé tu né deén.
Henry Ford

NHOM TU TO CHUC LIEN CHUC NANG

Tuyéen ngon Agile ghi ro “Ca nhan va twong tac hon la quy trinh va cong cu”. Bi
quyét thanh cong ctia Scrum nam & cac ca nhan va s twong tac qua lai giita cac
ca nhan trong nhom Scrum.

Nhom Scrum bao gom Product Owner, Nhom Phat trién, va ScrumMaster. Nhém
Scrum la nhém tw t6 chite (self-organizing) va lién chitc nang (cross-functional).
Nhom ty t6 chitc tw minh chon cach thitc tot nhat dé hoan thanh cong viéc chi
khong bi chi dao bdi ai do béen ngoai nhém. Nhom lién chirc nang cé da ki nang
can thiét dé hoan thanh cong viéc ma khong phu thudc vao bat ki ngwoi ngoai
nao khac ngoai nhém. M6 hinh nhém trong Scrum dugc thiét ké dé t6i wu hoa sw
linh hoat, sang tao va nang suat. Nhdm Scrum chuyén giao san pham theo phan
doan lap di lap lai va tang dan, t6i da héa co hoi cho cac phan hoi. Viéc chuyén



giao tang dan (incremental) cac géi san pham dat tiéu chuan “Hoan thanh” dam
bao mat phién ban c6 thé st dung dugc cta san pham.

Nhom Scrum c6 hai dédc diém quan trong la: tw to chite (self-organiz- ing) va lién
chttc nang (cross-functional).

Ty t6 chitc ¢6 nghia la nhém cung ra quyét dinh, cing t6 chitc cong viéc thong
qua ban bac, phan cong ngang hang huwéng dén muc tiéu chung. Trong nhom tu
t6 chitc, khong ai giao viéc cho ai, ma cht dong 1ap ké hoach, phan chia cong
viéc hop li dya trén cac vai tro dugc dinh nghia ro rang twr trede. Cac vai tro nay
dwgc trao quyén dé hoan thanh cong viéc.

Lién chitc nang la mot co cau nhom khong qua méi mé, va khong phai Scrum
phat minh ra. D6 1a mét nhém bao gom nhiéu ca nhan vdi cac chuyén moén khac
nhau da nang lyc dugc két hgp lai cing lam viéc hwéng t6i mot muc tiéu chung.

Trong doi dv an, cac ca nhan c6 thé dén tir nhiéu phong ban chirc nang khac
nhau, cling c6 thé xuat phat tir bén ngoai (khach hang, cac ca nhan cé lién quan,
chuyén gia tw van, v.v.). Nhung khi da thanh mot doi (team), thi cac ca nhan lam
viéc tap trung cho doi nhu la mét don vi (unit) dé hoan tat muc tiéu chung. Bén
trong nhom lién chic nang khong c6 cac nhom nhé khac. Vi du: mot Nhom
Scrum “Alpha” dwgc thanh 1ap véi 1 Product Owner, 1 ScrumMaster, 2 Tester, 5
Programer, 1 Architect, 1 UX Designer sé khong phan chia chitc nang thanh cac
nhém nho khac nhw nhom Testing (2 ngwoi), nhom Development (5 nguwoi) ...
nita, ma chi c6 mot nhém duy nhat “Alpha” véi cac ca nhan c6 chuyén mon khac
nhau, hgp thanh mét doi thong nhat dé lam viéc hwdng tGi san pham can phat
trién. Trong cach noéi cua cac tac gia Scrum, tester hay analyst ... déu la
developer, ho la nha phat trién nhwng c6 chuyén mon dac thu la kiém thi hay
phan tich; developer trong treong hgp nay khong c6 y nghia la coder/programer.
Viéc x6a nhoa cac dinh danh cong viéc (Job Title) nay c6 muc dich la dé hwéng
moi nguwoi vao mot muc tieu chung, khong phan biét “nhan mac” (title): phat
trién phan mém.

Khac véi nhom lién chitc nang, nhém chirc nang (functional team) thwong chi
phu trach mot loai cong viéc dac thu. Vi du, phong thiét ké thi khong 1ap trinh,
phong test thi khong c6 ai thiét ké. Cong viéc ctia nhém chitc nang thuwong cé
tinh co6 1ap cao.

Co6 nhiéu hiéu lam pho bién doi véi ngudi mdi nghe téi Agile lan dau, don c:



“Cd nhan trong nhom lién chirc ndng biét lam tat ca moi viéc, trong nhom
Scrum khong co ai la tester hét, khéng cdn designer trong nhom Scrum nita, chi
co developer thoi”.

Thue chat 1a moi ngwdi moi viéc.

Hay “Nhom lién chitc ndng co nghia la ai ciing cé6 thé lam dugc viéc thay thé
nguoi khdc, khéng can phan vai ré rang, mot nguoi cé van dé sé khong dnh
hwéng dén ca nhom”. Thyc ra day chi la trang thai 1i twéng, khong phai la cai
bat budc & mot nhom lién chitc nang.

Hay “Ci? lién chtrc ndng thi siéu ndng sudt ”. Khong han, nang suat con do cach
thitc phoi hgp trong nhom dé dat dwge muc tiéu chi khong don gian la chuyén
cau hinh.

Cac giai doan phat trién nhom

Mot nhém cOng tac trai qua nhitng giai doan khac nhau tr khi dugc bat dau
thanh 1ap cho dén khi hoat dong 6n dinh theo thoi gian. Viéc nhan dién cac giai
doan ctia nhom la quan trong dé dwa ra cac quyét dinh chinh xac nham dam bao
nhom dat dwoc hiéu qua tot nhat.

Tuckman (mot nha tam 1y hoc nguwdi My) da dwa ra mot mo hinh dé giai thich
cac giai doan nay. Mo hinh Tuckman chia chang duwong cua mot nhom thanh 4
giai doan: Forming (Hinh thanh), Storming (Séng gi6), Norming (On dinh) va
Performing (Hiéu suat cao). Sau nay, Tuckman da thém vao mot giai doan thit 5
dé la Adjourning (Thoai trao).

ScrumMaster c6 vai tro rat quan trong doi vdi viéc xay dyng va phat trién nhom.
Nhiém vu cta vai tro nay la quan sat dé biét nhém ctia minh dang & giai doan
nao dé c6 nhitng hanh dong ho trg can thiét nham day nhanh sy phat trién hoac
duy tri sy 6n dinh cia nhém. Tim cac gidi phap thdo g& nhitng tré ngai doi véi

nhom trong qua trinh phat trién.

SCRUMMASTER



ScrumMaster la mot vai tro then chét trong Nhom Scrum c6 trach nhiém dam
bao Scrum dwgce van hanh ding bang viéc tuan tha nguyeén li, cac ki thuat va quy
tdc Scrum nham hwéng dén két qua t6t nhat. ScrumMaster la ngwdi thao go kho
khan va tao diéu kién cho nhom lam viéc tot nhat c6 thé, huan luyén déi nhom
thanh thuc Scrum va huwong 1gi ich tiv Scrum.

ScrumMaster khong truc tiép tham gia vao cong viéc lam ra san pham, nhung la
chat két dinh dé cac bén phoi hgp véi nhau tao ra san pham tét. ScrumMaster
khong phai la quan li cia Nhom ma la mot lanh dao theo phong cach phuc vu
(Servant Leader). Vi vai tro la 1anh dao phuc vu, ScrumMaster cung cap cac
dich vu cho Product Owner, Nhém Phat trién va To6 chitc.

Trich Hudng ddn Scrum
Vé&i Nhom Phat trién, ScrumMaster phuc vu theo nhiéu cach nhu sau:

Pao tao can ban Scrum trong trrdng hgp cac thanh vién chwa biét vé khung lam
viéc nay.

Pam bao Nhom Phat trién thye hién tot cac sy kién trong Scrum, bao gom viéc
tuan thua khung thoi gian, ding muc dich va noi dung cuaa ting sy kién.

HO trg Nhom Phat trién tim kiém va st dung hiéu qua cac cong cu bo trg phat
trién, chang han cong cu dé quan li Sprint Backlog, duy tri biéu do Sprint
Burndown, cac hé thong quan li ma nguon, kiém thir tw dong, tich hgp lién tuc
cling nhu cac cong cu dé giao tiép trong Nhom Phat trién nhw email hay hé
thong trao doi va chia sé tryc tuyén, v.v..

Bao vé Nhom Phét trién trivdc nhitng can thiép bén ngoai trong qua trinh trién
khai mot Sprint. Vi du, ScrumMaster can giai thich r6 cho Product Owner nhitng
tac hai ma viéc nay gay ra cho Nhém Phat trién va san pham khi Product Owner
muon thay do6i cac hang muc Product Backlog da Iwa chon ctia mot Sprint dang
dién ra, dong thoi huwdng dan Product Owner dwa cac thay doi nay vao Sprint
tiép theo, v.v..

Pam bdo thong tin dwgc minh bach va thong sudt trong Nhém Phat trién, chang
han nhw thong qua viéc nhac nhé nhém luén cap nhat Sprint Backlog va biéu do
Sprint Burndown, ddm bao Nhém Phat trién thye hién ding sy kién Scrum Hang



ngay, v.v..

Pam bao Nhom Phat trién cé day du cac tai nguyén can thiét phuc vu san xuat.
Vi du nhw khong gian lam viéc, cac cong cu ho trg va nhitng tai nguyén khac khi
c6 nhu cau, v.v..

Trong trvong hgp Nhém Phat trién gap khé khan vGi mot van deé ki thuat nhat
dinh, nghia 1a Nhoém Phét trién gdp tré ngai, ScrumMaster c6 thé giai quyét bang
cach tim kiém su trg giup tir cac chuyén gia bén ngoai nhém.

Trich Hudng ddn Scrum
ScrumMaster phuc vu t6 chitc bang nhiéu cach, cu thé nhu:

Gitip nang cao nang lyc Agile\Scrum & t6 chitc, chang han thong qua viéc dao
tao Scrum cho cac cap quan li va cac phong ban khac nhau, thanh 1ap cac nhém
hoc tap Scrum trong t6 chitc.

Lam viéc véi cac ScrumMaster khac dé l1ap ké hoach trién khai Scrum trong
pham vi t6 chitc, gia tang hiéu qua cda viéc ap dung Scrum trong t6 chitc cia
minh.

Gitp do nhan vién va cac bén hitu quan hiéu va st dung dwgc Scrum ciing nhw
quy trinh phat trién sdn pham thyc nghiém (emprical product development).

Tao ra sy thay doi lam tang nang suat cia Nhém Scrum.

ScrumMaster phuc vu cac doi twgng khac nhau véi cac cong viéc khac nhau, cac
cong viéc nay thay doi theo cac giai doan ctia qua trinh phat trién.

Pau tién, ScrumMaster lam viéc vdi To chitc dé chuan bi va c6 thé bat dau ap
dung Scrum. DBong thgi, ScrumMaster tap trung vao viéc xay dwng Nhom Phat
trién cung vGi huan luyén, gitp d& Product Owner dé dwa nhom di vao hoat
dong. O giai doan ndy, cac cong viéc lién quan dén ki thuat phat trién chi ditng
lai & mic t6i thiéu, ddm bao van hoan thanh dwgc cong viéc.

Sau d6, ScrumMaster c6 thé tam thai gac lai cac cong viéc lién quan dén t6 chirc
dé tap trung vao viéc giip Nhom lam viéc 6n dinh hon, tirng budc nang cao cac
ki nang cua tirng ca nhan va cta cdA Nhom. Dan dan ScrumMaster c6 thé gigi
thiéu va ho trg nhom ap dung cac ki thuat phat trién dé nang cao nang suat, chat



lwvgng san pham.

Khi Nhom Scrum da thuce sy 6n dinh va van hanh t6t, ScrumMaster c6 thé toan
tam toan y dé tap trung vao viéc tim kiém, gidi thiéu va ho trg nhém ap dung cac
ki thuat phat trién t6t hon. Cung véi dé la hoat dong dé mé rong Scrum ra to
chirc, giao tiép va trao doi gitta cac nhom, hudng dén viéc phat trién Scrum bén
virng.

Trich Hudng ddn Scrum

ScrumMaster phuc vu Product Owner theo nhiéu cach nhv sau:

Tim kiém cac ki thuat dé quan li hiéu qua Product Backlog;

Giao tiép tich cic véi Nhom Phat trién vé tam nhin, muc dich, va cac hang muc
cua Product Backlog;

Day cho Nhom Phat trién biét cach tao ra cac hang muc Product Backlog that r6
rang va don gian;

Hiéu ro viéc l1ap ké hoach dai han san pham trong mot moi treeong thye nghiém;
Hiéu ro va thwe hanh sy linh hoat (agility); va,
Thiic day cac su kién Scrum theo yéu cau hodc khi can thiét.

Trich Hudng dan Scrum

= Dwng va Nghi

Ban co6 thé viét lai mo ta cong viéc cia ScrumMaster khong?

Cong viéc cia ScrumMaster

1.T6 chitc cac cugc hop

Cong viéc cia ScrumMaster gan lién véi nhiéu cudc hop chinh thitc va khong

chinh thitc nhw hop Lap ké hoach, hop So két Sprint, hop Cai tién Sprint, hop
viét Yéu cau, hop Scrum Hang ngay, va nhiéu budi hop dot xuat khac.



2. Thanh tra, thu thap va bach hoa thong tin

DPé “quan sat” ScrumMaster c6 thé bat dau véi hang loat cau hoi:

Minh c6 nhin thay bang cong viéc khong?

Khach hang c6 biét viéc gi dang dién tra trén bang khong?

Co6 gi dugc cap nhat tir hom qua dén nay khong?

Co6 nhin thdy burndown\burnup khong?

Co6 diém nao bat thuong trén Biéu do Burndown khong?

Dé diéu tra, “dao bdi” thém, ta c6 thé dung cac cau hédi Socratic:

T6i nhan thay <tinh huéng>, chiing ta sé lam gi? T6i quan sat thay <tinh
huéng>, n6 c6 quan trong khong? Toi thady <cam giac>, ban c6 thay diéu do?
Chuing ta sé ¢6 tim ly do ctia <tinh trang>? Ban nghi ching ta can lam gi? Ai c6
y twdng gi vé <tinh trang>? Diéu nay c6 hiéu qua khong? Ban da quyét dinh diéu

gi? Ban nén lam gi [v&i tinh hudng\van dé nay]?

Dé diéu tra nguyén nhan cua van dé, ScrumMaster con phai thanh thao va lién
tuc stt dung SWHY's (Hoi 5 lan tai sao) dé tim ra cach thiic diy nhém tién lén.

Cac thong tin quan sat dugc, diéu tra dugc can lwu trit va t6 chite khoa hoc dé
tién bé truy xudt (ca nhan va doi nhém)

3. Loai bé tré ngai

St dung SWHY'S dé tim nhitng phwong an cho nhitng tinh huéng khé khan.
Ngoai ra, ScrumMaster c6 thé duy tri mot danh sach tré ngai (Impediment
Backlog) va cung véi cac bén dé thao gd dan dan.

4. Tim kiém cai tién

Product Owner cta t6i lam viéc thé nao? Nhom Phat trién dang lam viéc thé
nao? Cac ki thuat dang dwoc dung thé nao? To chitc dang lam viéc ra sao? Ai
can dugc huan luyén veé cai gi? Quy trinh c6 dw thira cai gi khong? Co6 thé mua
sam hay lam m&i cong cu gi dé tang nang suat va gia tang khong khi vui vé



khong?
5. Huan luyén (Coaching) Scrum cho nhom

Thong qua seminar, workshop, coaching bang hoi thoai hoac lam mau, v.v. dé
giup thanh vién thanh thuc Scrum va cach thitc giai quyét van de.

Luuy:

ScrumMaster la:

* Lanh dao Phuc vu

» Co van

* Nhan t6 thay doi

» Nguwoi giai quyét van de

* “Cho chan ctru”

* Nguoi lam viéc toan thoi gian
...khong la:

* Quan li Dy an

» Nam quyén doi véi nhém
» Kién tric sw truéng

* Ai kiém nhiém cling dugc

Quan li Dy an (PM) va ScrumMaster

Danh muc kiém tra cia ScrumMaster

Cong viéc hang ngay



[0 Nhom cta ban ¢6 & trang thai tot khong?

* Muc tiéu r6 rang (nhitng ky vong va quy dinh phai rd rang, va muc tiéu c6 thé
dat dugc, phu hop véi ki nang va kha nang ctia moi nguoi).

* Tap trung va c6 trong diém, tap trung cao do vao mot linh virc nhat dinh can
dugc cha y.

» Khong c6 cam giac tu ti, dé cao hanh dong va nhan thitc.

» Phan hoi tryc tiép va ngay lap titc (nhanh chéng nhin thay cac thanh cong va
that bai ctia mot chuoi hoat dong, nha thé cé thé diéu chinh hanh vi néu can
thiét).

» Can bang gitra cdp do kha nang va thi thach (hoat dong dwa ra khong qua kho
cling khong qua deé).

» Moi nguoi déu c6 kha nang ty kiém soat trong moi tinh hudng hay hoat dong.

» Moi hoat dong déu hién nhién dem lai két qua, vi thé khong can qué nhiéu co
gang trong hanh dong.

[0 Cac thanh vién c6 thich nhau khong, c6 thv gian cung nhau khong, va cé vui
mung trede thanh cong ctia nhitng thanh vién khac khong?

[0 Cac thanh vién nhém c6 cuing nhau gitt cho moi nguwdi déu phai dat dugc
nhitng tiéu chuan cao, va thic diy moi nguwdi déu phat trién?

[0 Cé van dé hodc co hdi nao ma nhom dang khong thao ludn cuing nhau vi
nhitng van dé hoac co hoi dé cé thé gay ra tinh trang qua kho chiu trong nhom
khong?

[0 Nhom c6 tap trung lién tuc vao cac muc tiéu Sprint khong? Cé thé ban nén
thure hién mot bude kiém tra gitra Sprint dé c6 thé tai ra soat cac tiéu chuan chap
thudn cua cac hang muc trong Product Backlog da cam két hoan thanh trong
Sprint hién tai.

[0 Bang phan cong nhiém vu cta Sprint c6 phan anh dung nhitng cong viéc ma



nhom dang thye sy lam khong? Can nhan thite ro “van dé tiém an” cia nhitng
cong viéc khong dwgc néu ra va nhitng nhiém vu c6 thé ton hon mot ngay méi
c6 thé hoan thanh. Nhitng cong viéc khong lién quan dén nhitng cam két trong
Sprint sé la nhitng tré ngai cho viéc hoan thanh cac cam két dé.

[0 Bang phan cong nhiém vu ctia nhom ban c6 cap nhat khong?

[0 Cac thanh vién nhém cé biét vé cac cong cu tw quan li cia nhém khong, cac
cong cu do co tién dung khong?

[0 Nhitng cong cu quan li c6 duge nhitng nguwdi ngoai nhom ton trong ding mitc
khong? Sy giam sat qua mitc doi vdi cac hoat dong thuwong nhat ctia nhirng
ngudi bén ngoai nhém cé thé hiy hoai sw minh bach va co ché tw quan li trong
nhoém.

[0 Cac thanh vién nhém c6 ty nguyén nhan nhiém vu khong?

[0 Sv can thiét caa viéc hoan tra ng ki thudt, viéc dan dan sé gitip cho viéc lap
trinh trd nén dé chiu hon, da dwgc ghi nhan r6 rang trong khéi niém hoan thanh
chua?

[0 Cac thanh vién nhém cé dang cung nhau chiu trach nhiém vé moi khia canh
cta san pham chung (kiém thtw, tai liéu cho ngwdi dung, v.v.) ma khong quan tam
dén chitc danh ctia mo6i nguwai khong?

Cong viéc theo Sprint
[0 Product Backlog c6 duwgc sap xép theo hiéu biét méi nhat cia nhém khong?

[0 Cac yéu cau va mong muon tir tat ca cac bén lién quan c6 duwgc ghi nhan trong
Product Backlog khong? Ghi nhd: backlog la quan trong.

[0 Khoi lwgng cua Product Backlog c6 thé quan li dugc khong? DE duy tri s6
lrgng hang muc trong gidi han c6 thé quan li duwgc, hdy giit nhitng hang muc chi
tiét & trén cung, con cac hang muc triru twgng néi chung & dwdi. Sé phan tac
dung néu chiing ta phan tich qua sau vao nhitng hang muc & phia dwdi cia
Product Backlog. Nhitng yéu cau dat ra sé thay doi trong nhitng cudc trao doi
lién tuc gitta san pham dang phat trién va cac bén lién quan hodc khach hang.

[0 C6 yéu cau nao (dac biét la nhitng yéu cau & phia trén cung cia Product



Backlog) c6 thé dugc thé hién tot hon bang nhitng user story doc lap, c6 thé
thuwong lwgng dugc, co thé danh gia dugc, cé thé wéc lwgng duge, nhoé, va co thé
kiém thtr dugc?

[0 Ban da giai thich cho Product Owner ctia ban vé ng ki thuat va cach dé tranh
n6 chwa? Mot trong nhitng giai phap c6 thé la thém viéc viét kiém thir tw dong
va tai cdu tric vao dinh nghia ‘hoan thanh” cho m6i hang muc.

[0 Backlog c6 phai 1a mét biéu do thong tin, ma cac bén lién quan c6 thé 1ap tirc
nhan thdy dugc khong?

[0 Néu ban dang stt dung mé6t cong cu ti dong trong quan li backlog, moi nguai
c6 biét cach dé st dung n6 dé dang khong? Cac cong cu quan li tw dong cling
dan t6i nguy co trd thanh sy tac nghén thong tin néu thiéu di sy truyén tai thong
tin chu dong tor ScrumMaster.

[0 Ban c6 thé giup truyén tai thong tin bang cac ban in cho moéi ngudi khong?

[0 Ban c6 thé giip truyén tai thong tin bang cach tao ra cac biéu do to va ro rang
khong?

[0 Ban da giup Product Owner sap xép cac hang muc backlog vao céac thoi diém
phat hanh thich hgp hodc trong nhitng nhém wu tién chwa?

[0 C6 phai moi ngwoi trong nhém déu nhan thitc dugce liéu ké hoach phat hanh
con phu hgp véi thye té khong? Ban c6 thé thir cho moi ngudi xem Biéu do
twong quan san pham/phat hanh véi thoi gian thwe hién sau khi cac hang muc da
dugce xac nhan “hoan thanh” trong moi cudc hop So két Sprint. Biéu do thé hién
ti 1é cac hang muc Product Backlog da dugc hoan thanh va nhitng hang muc mai
dwgc thém vao dé cho phép phat hién sém nhitng bién dong trong quy mo hoac
ké hoach thuc hién.

[0 Product Owner cta ban da diéu chinh ké hoach phat hanh sau bu6i hop So két
Sprint gan nhat chwa? Chi c6 so it Product Owner da ban giao san pham duoc
kiém tht day da ding han sap xép lai ké hoach phat hanh mo6i Sprint. Diéu nay
c6 thé sé khién cho mot vai san pham can dwgc phat hanh sau vi c6 nhitng viéc
quan trong hon dugc phat hién ra.

[0 Ban da tirng thit nhiéu cach thic va dia diém cho cac budi hop Cai tién Sprint
chua?



PRODUCT OWNER

Product Owner la mot trong ba vai tro Scrum. Vai tro nay chiu trach nhiém dinh
hwéng san pham trong sudt qua trinh san xuat. Nhiém vu ctia Product Owner la
t0i wu hoda gia tri cia san pham thong qua viéc tan dung tot nhat kha nang san
xudt cia Nhém Phat trién.

Dbé dam dwong tot vai tro nay, Product Owner can la ngudi co6 hiéu biét vé tam
nhin cia san pham. Cé thé Product Owner chwra biét cu thé la sé lam nhitng gi,
nhung c6 hiéu biét sdu sac tai sao lai xay dung san pham nay.

Product Owner la mot ngwoi duy nhat, khong phai la mot nhém ngudi. Diéu nay
khong c6 nghia 1a mot minh Product Owner phai lam moi viéc, ma c6 thé trao
do6i, nhan sy ho trg tir nhitng nguwoi khac. Tuy nhién, Product Owner van la
nguoi dai dién duy nhat va chiu trach nhiém vé san pham dang xay dung. Cu thé,
Product Owner la nguwdi duy nhat chiu trach nhiém quan li Product Backlog - noi
lwu trit cac hang muc can phat trién cta san pham.

Cach thitc quan 1i Product Backlog dugc ban ki trong Chuwong 5 va mot phan
trong Chuong 7 (vé sit dung User Story va wdc tinh linh hoat).

Ngoai viéc quan li Product Backlog, Product Owner con phai tich cyc tham gia
vao cac cudc hop cia nhém dé cung cap cac thong tin can thiét, chu dong quan li
mot Ké hoach Phat hanh cho san pham.

Sau nhiém vu chinh ctiia mot Product Owner

1. Cong viéc dau tién ciua Product Owner la tim hiéu va phan tich ky vé san
pham dv dinh phat trién, 1én danh sach cac tinh nang mong muon bang viéc liét
ké ching trong mot Product Backlog. Pay la danh sach cac hang muc ma Nhom
Phat trién dya vao dé lam viéc va chuyén thanh cac tinh nang ctia san pham that.
Danh sach nay khong phai la c6 dinh ma dwgc diéu chinh trong su6t qua trinh
phat trién ctia sdn pham sao cho phu hgp nhat.

2. Cac hang muc trong Product Backlog, sé dugc Product Owner danh gia gia tri
va sap xép. Hang muc nao c6 gia tri cao hon sé dugc dwa 1én trén dé dua vao san
xudt s6m nhat. Khai niém ‘gia tri’ & day phu thudc vao rat nhiéu yéu t6, vi du
nhv lgi nhuan thu vé, mong muoén cua khach hang, cac muc tiéu chién lwgc, sw
phu thudc vao cac hang muc khac, rui ro va nhiéu yéu t6 khac nita. Néu khong



c6 dugc mot gia tri cu thé bang con so, nhung Product Owner c6 thé so sanh dwa
theo gia tri twong doi dé thwe hién viéc sap xép. Diéu nay ciling twong tyw nhw
viéc, chiing ta khong biét chinh xac kich thwdc ctia qua budi, nhung biét chac
chan la n6 to hon qua cam.

3. Nhiém vu thit ba cia Product Owner la t6i wu héa 1gi nhuan trén von dau tw
(ROI). Trong khi, kha nang san xudt cia Nhém Phat trién thwong c6 mot giGi
han nhat dinh, Product Owner la ngwdi luon phai tim cach dé st dung t6t nhat
kha nang nay. Vi vay, ngoai viéc sap xép cac hang muc trong Product Backlog
thi Product Owner ciing can phai biét néi “khong” dé loai bé nhitng hang muc
khong can thiét.

4. Product Backlog la mot tao tac (artifact) quan trong. Product Owner phai gitt
cho n6 ludn dwge minh bach va ro rang doéi véi tat ca moi ngudi. No6i cach khac

Product Owner phdi ddm bao tinh minh bach ctia Product Backlog.

5. M6t nhiém vu quan trong nita cia Product Owner la phai luon luén san sang
giai thich cho Nhom Phat trién hiéu ro cac hang muc ctia Product Backlog. Diéu
nay dam bao Nhom Phét trién hiéu ding va day dua veé tirng hang muc ma ho
trién khai.

6. Nhiém vu cia Product Owner con la theo déi tién do phat trién san pham, dam
bao minh bach va c6 thé gidi trinh v&i cac bén lién quan khi c6 yéu cau. Product
Owner c6 thé stt dung cac cong cu nhw Biéu do Burndown, hay cac cong cu khac
dé thuc hién nhiém vu nay.

Ngoai cac nhiém vu trén, Product Owner la ngudi c6 quyén va chiu trach nhiém
khi quyét dinh huy Sprint (dirng Sprint bat thwong).

Danh muc kiém tra ctia Product Owner

Kiém tra hang ngay

[0Pa lam 16 yéu cau san pham cho Nhom Phét trién (néu c6)

[0 Pa lam min cac hang muc cta Product Backlog, dac biét cac hang muc & trén
Kiém tra theo Sprint

0 Pa lam viéc v6i cac bén lién quan dé cap nhat nhitng ky vong méi vé san



pham

[0 Pa sap x€p cac hang muc trong Product Backlog dam bdo t6i wu héa ROI Ba
lam min cac hang muc cia Product Backlog

[0 Pa xac dinh tiéu chi chap nhan cho cac hang muc sé phat trién trong Sprint t&i

[0 Pa tham gia Lap ké hoach Sprint dé trinh bay vé tong quan san pham, tirng
hang muc sé lam trong Sprint t&i va giai dap moi thac mac vé yéu cau trong Lap
ké hoach Sprint

[0 Pa tham gia va dwa ra phan hoi vé san pham trong So két Sprint
Su thanh cong ctia Product Owner phu thudc vao nhiéu yéu t6 nhu:

Product Owner can dugc trao quyén ra quyét dinh. Cac quyét dinh nay can phai
dwgc ton trong. Ching dugce thé hién thong qua ndi dung va trat ti cia cac hang
muc trong mét Product Backlog duy nhat. Nhom Phat trién chi lam viéc dya trén
Product Backlog nay chit khong phai lam theo bat ci¥ yéu cau nao khac, cho du
yéu cau dé xuat phat tir bat ctt ai.

Product Owner phai c6 hiéu biét vé linh viec san pham dang xay dung. Diéu nay
la can thiét dé giir ding hwdéng di trong qua trinh phat trién, dwa ra cac quyét
dinh, lwa chon, thém hay loai bé cac tinh nang nham gii* cho Nhém Phat trién
lu6n lam viéc trén nhitng hang muc can thiét nhat va san pham luén mang lai gia
tri cao nhat.

Product Owner phai cé du thoi gian cho cong viéc cua minh. T6t nhat anh ta la
nguwoi lam viéc toan thgi gian cho mot san pham duy nhat. Néu Product Owner
phai lam viéc trén nhiéu san pham thi sé dan dén tinh trang mat tap trung, lam
suy giam dang ké hiéu qua cong viéc.

Product Owner phai c6 ki nang giao tiép va thwong lwgng tot. Qua trinh phat
trién san pham doi héi Product Owner trao doi va cong tac thuong xuyén véi
Nhom Phat trién va cac bén lién quan, cung véi do la viéc phai thwong lwgng dé
dwa ra cac quyét dinh anh hwdng dén san xuat va san pham. Do dd, cac ki nang
nay la rat quan trong dé dam bao cong viéc cta Product Owner c6 thé dat két
qua cao nhat.

= Dwng va Nghi



Ban co6 thé viét lai mo ta cong viéc cia Product Owner khong?

NHOM PHAT TRIEN

Nhom Phat trién la doi ngii trure ti€p 1am ra san pham, nhém nay bao gom cac
chuyén gia c6 nhiém vu chuyén giao phan tang tredng cé thé chuyén giao dugc
& cubi moi Sprint. Nhém Phat trién trong Scrum ciing la m6t nhom tu to chirc va
lién chitc nang. Nhom dugc trao quyén dé ty dinh huéng va dwa ra cac quyét
dinh lién quan dén cong viéc san xuat. Ty to chitc cling c6 nghia la nhém c6 toan
quyeén lwa chon cong cu, ki thuat va cach thirc dé hoan thanh céng viéc. Trong
qua trinh san xuat, ho ty tién hanh wéc Iwgng, phan bo, theo doi, diéu tiét cong
viéc theo hinh thitc tap theé.

Khi bat dau moi Sprint, Nhom Phat trién tu lwa chon cac hang muc tir danh sach
da dugc sap xép cua Product Backlog sao cho phu hgp véi kha nang san xuat
cta minh. Pay la mot khac biét so véi mot s6 mo hinh phat trién truyén thong -
cac mo hinh hoat dong theo hinh thitc ra Iénh va kiém soat. Trong m6 hinh san
xudt truyén thong cac cong viéc thudong dwogc bo phan quan li phan chia va gan
trach nhiém cho tirng nguwdi. V6i cach thitc lam viéc nhw cia Nhém Phét trién
trong Scrum sé gilip lam tang y thitc s hitu va tinh cam két cda cac thanh vién.

D6i véi moi hang muc cong viéc, Nhom Phat trién la nhitng ngwoi wéc lvgng
kich thwéc tot nhat bdi vi ho 1a Iuc lwgng trure ti€p san xudt, la nhitng ngudi am
hiéu vé cong viéc va cac yéu to lién quan dén nd. Biéu nay khong chi can thiét
do6i v6i nhom ma con hitu ich doi véi Product Owner khi quén 1i Product
Backlog.

Nhom Phat trién thwong xuyén theo doi tién do cong viéc dé biét dwgc kha nang
ctia minh, t6c do san xuat, tinh hinh dat dwgc Muc tiéu Sprint va cAc moc quan
trong cua san pham. Nh¢ theo d6i lién tuc va sy minh bach vé thong tin nén
Nhom Scrum néi chung, Nhom Phat trién noéi riéng c6 nhitng diéu chinh hop ly
trong t6 chirc san xuat.

Mot dac diém quan trong cia Nhom Phat trién do la tinh lién chitc nang. Lién
chitc nang do6i véi Nhém Phat trién c6 nghia la nhém dugc trang bi day dua cac ki



nang can thiét dé hoan thanh céng viéc va chuyén giao phan tang tredng & cudi
moi Sprint ma khong can s ho trg tir bén ngoai. Pac diém nay la quan trong vi
n6 giip Nhom Phét trién co6 thé hoat dong doc lap, tré thanh mot don vi san xuat
hoan chinh, t6 chitc van hanh va chuyén giao san pham c6 chat lwgng. Pac diém
nay gitip Nhom Phat trién dwa ra cac quyét dinh nhanh chéng, kip thdi ma khong
phu thudc va cho dgi tir cac ca nhan, don vi khac bén ngoai.

Viéc t6 chitc nhém lién chirc nang la rat khac biét so véi cach t6 chirc theo
phong/ban chuyén mén truyén théng. O nhitng hé théng c6 cac phong ban
chuyén mon, cong viéc san xuat doi hoi sw cong tac, phoi hgp giita nhitng bo
phan kha tach biét. Diéu nay lam giam dang ké sy linh hoat, gay lang phi va lam
cham toc do san xuat. Poi véi mot nhém lién chirc nang, sy cong tac va dong bo
dién ra nhanh chéng va t6i wu gitp cho nang suat va hiéu qua san xuat duwgc
nang lén.

Nhom Phat trién khong c6 sw phan chia chitc danh hay vai tro, tat ca cac thanh
vién déu c6 vai tro giong nhau. Mo6i thanh vién thuong c6 thé manh & mot vai ki
nang nhat dinh va nhitng ki nang dé gop lai tré thanh ki nang chung ctia nhém
chit khong con la cta riéng ca nhan nao. Nhu vay, ching ta sé khong thay nhitng
chitc danh nhw “nha phan tich nghiép vu (BA)”, “nha thiét ké (designer)”, “lap
trinh vién (coder)”, “kiém thit vién (tester)” trong Nhém Phat trién. Thay vao do,
tat ca cac thanh vién déu dugc goi chung la “nha phat trién (developer)” va ki
nang tong thé ctia nhém la phan tich nghiép vu, thiét k€, 1ap trinh, kiém tht. Viéc
x6a bé su phan chia vai tro gitup lam tang tinh s& hitu tap thé, trach nhiém tap thé
va binh dang trong cong viéc. BDong thaoi cling giup thic day viéc hoc tap trong
Nhom Phat trién.

Cac thanh vién khong chi tham gia gidi quyét nhitng hang muc cong viéc ma
minh c6 thé manh nhat, ma con gitp sitc trong nhitng cong viéc khac. Biéu nay
doi hoi sy trao doi, hoc tap va réen luyén nhitng ki nang khac dién ra giita cac
thanh vién. Theo thdi gian moi thanh vién sé hoc dwgc nhitng ki nang méi ngoai
nhitng ki nang von c6 cua minh. Vi du, mét thanh vién véi ki nang chinh la thiét
ké thi c6 thé c6 thém ki nang mdi la kiém thit, mot thanh vién véi ki nang chinh
la phan tich nghiép vu thi cé thé cé thém ki nang mdi la 1ap trinh.

Nhém Phat trién gom bao nhiéu thanh vién la da?



Nhom Phat trién van hanh tot nhat véi s6 lwgng thanh vién vira phdi, quy dinh
ctia Scrum la tir 3 dén 9 ngwoi. Nhom qua it thanh vién sé dan dén kha nang san
xudt nho va cé thé thiéu cac ki nang can thiét (khong lién chitc nang), kho dé tao
dwgce cac phan tang trwdng hoan chinh dang ké & cudi moi Sprint. Nhém cé qua
nhiéu thanh vién sé lam tang tinh phitc tap trong quan li, gdy kho khan trong
twong tac, giao tiép, ddm bao minh bach va lam giam tinh linh hoat cia nhém.
Néu du an 16n can nhiéu ngwdi, ching ta can chia nhé nhém va st dung ki thuat
Scrum & quy mo l6n (tham khao Chuong 9).

Co can sy on dinh khong?

Nhom Phat trién doi hoi tinh 6n dinh cao dé dat dugc nang suat va chat lvgng
cao nhat trong san xuat. Diéu nay sé thuan 1gi cho cac thanh vién trong cong tac,
giao tiép, tan dung t6i wu sy déng gép cua moi ngwoi. Su 6n dinh ciing gitip
nhom diéu chinh cac théi quen hoat dong ctia minh mot cach phu hgp va hiéu
qua nhat. Gii* cho nhém 6n dinh ciling gitup kha nang tién lwgng khi 1ap ké hoach
tot hon do cac yéu t6 nhu hiéu suat va téc do san xuat cia nhém 6n dinh.

Tuy vay, trong thuc té viéc thay doi thanh vién doi khi la kho tranh khoi do nhiéu
nguyén nhan khac nhau. Khi nay, nhém biét rang viéc d6 sé anh hwdng t6i nang
sudt trong ngan han.

Nhém Phat trién dong gop nhirng gi cho san pham?

Ngoai viéc tryc tiép lam ra san pham, sy am hiéu ctia Nhom Phat trién vé san
pham la rat quan trong dé di dén thanh cong. Pac biét la doi vdi cac san pham
méi. O d6, san pham 14 cd mot qua trinh tim toi, thi nghiém, diéu chinh ma ngay
ca Product Owner va cac bén lién quan déu khong biét ro rang tir trudc.

Nhom Phat trién con gitp sic cho Product Owner trong viéc duy tri Product
Backlog. C6 nhitng cong viéc ma Nhém Phat trién la nhitng ngudi lam tot nhat,
chang han nhw viéc wéc tinh kich thwdc cia cac hang muc, cac yéu cau lién quan
dén cong nghé, sy phu thudc giita cac hang muc, v.v.. Pay la nhitng yéu t6 c6
anh hwéng 16n dén noi dung caa Product Backlog.

LUU Y!

Nhom Phat trién hoat dong hwéng vao muc tiéu chung, thay vi hwéng vao cong



viéc cua tirng ca nhan. Va tuan thu nguyén tac gidi han lwgng viéc dang lam
(Limit WIP - Limit Work-In- Progress).

CAU HOI UNG DUNG

1. ScrumMaster c6 phai la ngwoi quan li dy an hay khong? Tai sao noi
ScrumMaster la nguwoi lanh dao kiéu méi?

2. Can c6 nhitng t6 chat gi dé trd thanh mot ScrumMaster tot?

3. D€ lam tot vai tro Product Owner ban can nhitng ki nang nao?

4. Cong viéc chu dao cta Product Owner véi Product Backlog la gi?

5. ScrumMaster lam gi dé giip Nhom Phat trién dat dugc nang suat cao?
6. Tinh lién chitc nang va tu t6 chirc gidp ich gi cho Nhom Phat trién?

7. Nhom Scrum st dung nhitng cong cu chi dao nao dé tang cwdng sy minh
bach?

8. Nhom cua ban c6 du tinh chat dé tré thanh mot nhém Scrum khong? Can lam
gi dé co thé bu dap nhitng tinh chat con thiéu (néu c6)?

9. Néu ap dung Scrum cho mot nhém cua ban, ai sé dong vai tro ScrumMaster?

10. Quy tac lam viéc nhém ctia ban c6 nhitng muc nao la quan trong nhat?



4CAC SU KIEN SCRUM

Trong chvong nay...

* Sprint

* Lap ké hoach Sprint

* Scrum Hang ngay

* So két Sprint

» Cai tién Sprint

Bdt ctt ai ngirng hoc héi déu tré nén gia coi, cho du & tudi hai muoi hay dd tam
muroi tudi. Bat cit ai khdng ngirng hoc héi van mdi tré trung. Diéu tuyét voi nhdt
trong cudc soéng chinh la giir cho tri tué cta ban luén tuoi tré.

Henry Ford

Cac su kién trong Scrum hinh thanh mot thi ty 1ap di 1ap lai cac cong viéc co
chu dich nham xay dung mat théi quen lam viéc hiéu qua. Khong goi la cac cudc
hop (du ching la cac cudc hop), cac Sy kién Scrum la co hoi dé cong tac nhom.
Tat ca cac Sv kién Scrum déu dwgc dong khung thoi gian (time-boxed), nghia la
moi s kién c6 gidi han thoi gian t6i da. Diéu nay dam bao thoi lwgng vira da dé
tranh lang phi thoi gian khong can thiét cho sy kién.

Bao gom ca ban than Sprint von chita tat ca cac sy kién khac, moi sy kién trong
Scrum la mét co héi chinh thitc dé thyre hién co ché thanh tra va thich nghi. Moi
su kién déu c6 quy cach ro rang. Néu khong thuc hién dugc hodc thye hién
khong ding céac sy kién nay c6 thé dan dén giam sy minh bach va danh mat co
hdi dé thanh tra va thich nghi.

Cac su kién trong Scrum bao gom:

1. Sprint

2. Lap ké hoach Sprint



3. Scrum Hang ngay
4. So két Sprint

5. Cai tién Sprint

Bang tom tat cac Sy kién Scrum

Sprint la trai tim cua Scrum. Sy kién nay c6 khung thoi gian (time box) khong
vuot qua 1 thang. Thong thwong cac Sprint c6 thé kéo dai tir 1 dén 4 tuan. Cac
nhom phai quyét dinh d6 dai 6n dinh cho nhém cia minh dya trén diéu kién thuc
té.

Cac phan tang triedng cua san pham co thé phat hanh dugc dwoc san xuat goi
gon trong khung thdgi gian nay. Trong sudt qua trinh phat trién mot san pham,
Sprint dwgc khuyén nghi gitt khung thdi gian ¢6 dinh. M6t Sprint mdéi bat dau
ngay khi Sprint triudc két thuc.

Sprint chita cac s kién con lai cia Scrum. No6i cach khéc, cac sy kién Lap ké
hoach Sprint, Scrum Hang ngay, So két Sprint, Cai tién Sprint dién ra trong
khung thoi gian cta Sprint.

Chung ta can lvu y, trong suot Sprint:

» Khong cho phép c6 bat ki su thay doi nao anh hwéng dén Muc tiéu Sprint; *
Thanh phan Nhém Phat trién dugc giit nguyén;

* Muc tiéu chat lvgng khong duwgc cat giam; va,

 Pham vi c6 thé dugc lam ro va tai thwong lwong gitta Product Owner va Nhém
Phat trién.

MOoi Sprint c6 thé duwgc coi nhw mét tiéu du an voi do dai t6i da la 1 thang. Moi
Sprint c6 mot muyc tiéu ro rang xac dinh viéc phai xay dung trong Sprint, mot



bén thiét ké va ban ké hoach linh hoat sé hiéng dan qua trinh xay dung do.
Huy mot Sprint:

Sprint c6 thé bi hay trwde khi két thic khung thoi gian. Chi c6 Product Owner
m&i da tham quyeén két thic Sprint, mac du Product Owner c6 thé chiu anh
huwéng bdi nhitng bén hitu quan khac, bdi Nhoém Phat trién hoac bai
ScrumMaster.

MGt Sprint c6 thé bi hiy néu nhw Muc tiéu Sprint khong con phu hgp nita. Biéu
nay xay ra khi céng ty chuyén huéng kinh doanh hodc khi tinh thé cong nghé cé
su thay doi. Nhin chung, Sprint c6 thé bi huy néu n6 khéng mang lai diéu gi c6
ich. Thé nhung, do thoi gian moi Sprint twong d6i ngan, nén viéc huy mot Sprint
khong may khi xdy ra.

Khi Sprint bi htty, cac phan san pham da hoan chinh dwgc xem xét lai. Néu phan
nao do cda céng viéc dé la cé thé chuyén giao dugc, thi Product Owner c6 thé
chap nhan ching. Cac hang muc Product Backlog chwa hoan tat sé dugc wéc
lwgng lai va tra vé Product Backlog dé phat trién tiép. Cac phan viéc da thuc
hién trén d6 sé nhanh chéng hét tac dung va phai thwong xuyén dwgc wéc lvgng
lai.

Viéc hay Sprint sé gay lang phi tai nguyén, do moi ngudi phai mat thoi gian,

cong strc dé 1én ké hoach cho mot Sprint méi. Viéc hiy Sprint thuwong gay ton
hai nhat dinh cho Nhém Phat trién, va rat it khi xay ra.

LAP KE HOACH SPRINT

MGt Sprint bat dau bang buoi Lap ké hoach Sprint dé xac dinh Muc tiéu Sprint
va lén ké hoach cac cong viéc can thiwe hién. Sy kién nay dwgc chia lam hai
phan: Phan thit nhat dé lwa chon cac cong viéc can lam trong Sprint va Phan thi
hai dé quyét dinh cach thitc hoan thanh cac cong viéc da lwa chon truéc do.

Toan bo budi Lap ké hoach Sprint sé lan lwot tra 16i cac cau hoi:

* Muc tiéu cua Sprint nay la gi?



« Sprint nay phai chuyén giao cai gi?
« Lam sao dé dat dugc diéu do?

Toan bd Nhém Scrum bét budc phai tham gia phan thit nhat ctia sy kién. O phan
thit hai Product Owner c6 thé vang mat nhwng phai luén san sang dé ho trg
Nhom Phat trién lam r6 cac hang muc khi can thiét, chang han thong qua dién
thoai hay cac hé thong trao doi truc tuyén.

Budi Lap ké hoach Sprint kéo dai trong 8 gid doi véi Sprint 1 thang, doi vdi cac
Sprint ngan hon thi khung thoi gian cho sy kién c6 thé ngan hon. Vi du, do6i véi
Sprint 2 tuan khung thdi gian cho budi Lap ké hoach la khoang 4 gio. Thoi gian
danh cho hai phan cta sy kién nay la bang nhau, moi phan chiém mot niva khung
thoi gian.

Phan 1: Lam gi trong Sprint nay?

Keét thiic Phan 1 cta budi Lap ké hoach Sprint; Nhém Scrum sé dwa ra cau tra 1oi
cho cau hoi: Ching ta sé lam gi trong Sprint nay? Cu thé két qua ctia phan nay la
Muc tiéu Sprint va danh sach cac hang muc Product Backlog dugc lwa chon dé
phat trién trong Sprint.

Phan 1 dugc bat dau bang viéc Product Owner trinh bay muc tiéu mong muo6n
dat duoc trong Sprint nay. Sau dd, Product Owner lam ro thém cac hang muc &
phan trén cia Product Backlog (nhitng hang muc c6 do wu tién cao nhat) dé ca
nhom hiéu ky vé hon cac hang muc nay. Product Owner can lam ro6 so lwgng
hang muc Product Backlog nhiéu hon s6 lvgng ma Nhém Phat trién c6 thé hoan
thanh trong cho mot Sprint (con s6 nay dwa vao cac Sprint trieéc d6 hodc dua
trén kinh nghiém). Vi du, néu véc lwvgng thay nhom c6 kha nang lam khoang 5
hang muc thi it nhat ca nhém phai hiéu r6 khoang 8 hang muc hodc hon thé.
Viéc dé gitip nhom c6 day da thong tin dé dwa ra cac quyét dinh lwa chon mot
cach chinh xac cho Sprint nay.

Thong thuong, nhitng hang muc nay da dugc phan tich ky va lam ro tiv mot vai
Sprint trivdc thong qua viéc lam min Product Backlog, do d6 cong viéc trong
phan nay khong tén qua nhiéu thoi gian. Sau do, ca nhém sé hgp tac dé tim hiéu
cong viéc phai lam trong Sprint.

Can ct vao Muc tiéu Sprint va nang lyc hién c6, Nhém Phat trién lwa chon
nhitng hang muc ma ho tin la c6 thé hoan thanh trong Sprint nay, bat dau tw



nhitng hang muc di¢ng dau trong Product Backlog - néi cach khac, ho bat dau
v6i nhitng hang muc c6 do wu tién cao nhat do Product Owner sap xép. Pay la
cach lam chu chét trong Scrum: Nhém Phat trién quyét dinh c6 bao nhiéu hang
muc sé dugc hoan thanh, thay vi dugce giao bai Product Owner. Diéu nay sé gitip
Nhom Phat trién dwa ra cac dy bao tin cay hon do ho lam viéc do6 can cit vao
nhitng phan tich va 1ap ké hoach cuia chinh ban than ho.

Nang luc ciia nhém

Ban can phai tinh dwgc nhém c6 bao nhiéu ngwoi lam viéc bao nhiéu gio trong
Sprint nay. Vi c6 thé c6 ai do sé nghi hoac phai giam thoi Iwgng lam viéc dé
phuc vu cho nhiém vu khéac. Ngoai ra, ban cling can phai tinh thoi gian “khong
nang sudt” ctia moi ngay. Bdi thue chat mét nguwoi chi 6 thé tap trung lam viéc
trong mat thoi gian nhat dinh trong ngay. Néu thai gian lam viéc moi ngay 1a 8
tiéng, thi thai gian “nang suat” — titc thoi gian ma moi thanh vién c6 thé danh dé
thure sy lam viéc trén cac hang muc Product Backlog — c6 thé chi 1a 5 hoac 6 gio.

Dé tranh dugc nhitng wéc lwgng qua lac quan (cling c¢6 nghia la kha nang 16n sé
phai lam thém ngoai gio hodc khong thé hoan thanh dwgc muc tiéu da dinh), ban
sé phai hét sirc thuc té trong viéc tinh toan nang luc ctia ca nhom trong Sprint.

DPé quyét dinh nhitng hang muc nao ctia Product Backlog sé trién khai trong
Sprint nay, Nhém Phat trién stz dung t6c do san xuat trung binh cia minh trong
qua khit dong thoi tinh kha nang cia nhom trong Sprint hién tai.

Vi dy, van toc trung binh ctia Nhém Phat trién 7 nguoi la 80 point trong mot
Sprint (nhém nay wéc tinh cac hang muc Product Backlog theo point - diém).
Trong Sprint hién tai, c6 mot thanh vién xin nghi phép 3 ngay. Vay, kha nang
ctia nhém trong Sprint nay chi dat dwoc 74 point. Do d6, nhém chi lwa chon s6
lvgng hang muc du dé lam trong kha nang 74 point cia minh.

Néu Nhém Phat trién muon lwya chon mdt vai hang muc c6 do wu tién thap & phia
dwdi cia Product Backlog ho can thao luan vGi Product Owner. Diéu nay thuong
xay ra khi c6 sw phu thudc gitta cdc hang muc hodac nhém cam thay hang muc c6
do wu tién thap dé rat phu hgp dé phat trién cung véi cac hang muc khac da lva
chon.

Keét thic Phan 1, Nhém Phat trién va Product Owner théng nhat lai Muc tiéu
Sprint va danh sach cac hang muc sé chuyén giao trong Sprint nay. Muc tiéu
Sprint 1a m6t doan mo ta ngan vé két qua ky vong dat dugce sau khi Sprint két



thdc. Muc tiéu Sprint déng vai tro dinh hwédng Nhom Phat trién trong sudt qua
trinh dién ra Sprint va dong thoi giip nhém dwa ra dugce nhitng quyét dinh hop
ly nham dat duwgc muc tiéu nay.

MGt vi du vé Muc tiéu Sprint la: “Xay dung chitc nang mua hang bao gom: Xem
danh sach san pham, thém san pham vao gié hang, xem gio hang, loai bé san
pham khoi gié hang, hién thi trang thanh toan.”

Vi du: Lich trinh hop Lap ké hoach Sprint cho mot Sprint 1 tuan * 8:00 —
8:30. Phién hop bat dau. Product Owner trinh bay muc tiéu ctia Sprint va tom tat
cac hang muc Product Backlog duw kién.

* 8:30 — 9:00. Nhém Phat trién wdc tinh thdi gian va tim hiéu rd cac viéc can
phai lam. Nhém Phat trién va Product Owner cung trao doi vé nhitng diéu nghi
van vé hang muc Product Backlog (néu co).

* 9:00 — 9:30. Nhém chon hang muc dé dwa vao Sprint. Thue hién tinh toan téc
do dé dam bao tinh kha thi cia Muc tiéu Sprint.

* 9:30 — 11:00. Chon thoi gian va dia diém dé hop Scrum Hang ngay (néu cé
thay doi so vdi Sprint truedc). Chia nho hon cac hang muc thanh cac dau viéc
phai lam. Trong lic thao luan vé chia nho cach lam, nhém c6 thé sé phai vé ra
nhitng phac thao vé thiét ké hé thong, giao dién, va nhitng quy wdc hgp tac nhat
dinh trong viét ma lénh.

* 11:00-11:15. Ca nhom chét lai ké hoach cua Sprint. Cap nhat cac cong viéc 1én
Sprint Backlog va chuan bi vao Sprint lam viéc. Phién hop két thiic.

Toc do (Velocity)

Toc do dugce tinh bang so lwgng don vi dwge hoan thanh trong moi Sprint. Néu
ban dung don vi la diém (point), thi toc d6 chinh la s6 diém ma nhém hoan thanh
dwgc trong mat Sprint. Qua thdi gian, toc d6 ciia nhém c6 thé sé tirong doi 6n
dinh. D6 la tién dé quan trong dé nhém c6 thé phong doan khoi lwgng cong viéc
cdia nhém trong moi Sprint.

= Dwng va Nghi



Vi sao viéc dat muc tiéu Sprint lai quan trong? Noéi rong ra, tai sao viéc dat
muc tiéu lai quan trong?

bé dat muc tiéu va lap ké hoach hiéu qua cho Sprint, Nhém Scrum cé thé
sit dung SMART Rubric nhw la cong cu hwéng dan

Phan 2: Lam sao dé hoan thanh cong viéc da chon?

Phan 2 ctia buoi Lap ké hoach Sprint véi muc dich tra 16i cho cau héi: Lam sao
dé hoan thanh c6ng viéc da chon? Két qua cia phan nay do la Sprint Backlog -
tirc 1a bang cong viéc dwgc Nhom Phat trién st dung trong su6t Sprint, bao gém
cac hang muc Product Backlog da Iwa chon va danh sach cong viéc twong @ng
v0i tiing hang muc Product Backlog do.

Nhom Phat trién bat dau thiét ké hé thong va 1én danh sach cac cong viéc can
lam. D6i v6i moi hang muc trong danh sach da lwa chon, nhém sé tach thanh cac
cong viéc cu thé. Cac cong viéc nay thuwong da nho dé hoan thanh trong vong
mot ngay hodc it hon. Mot so loai cong viéc thuong thay nhu: thiét ké, viét kiém
thtt, viét ma, viét tai liéu, nghién cttu ki thuat hodac cong nghé mdi, v.v.. Tat ca
cac cong viéc nay déu phai dwgc Nhom Phat trién wdc lwgng no luwc dé hoan
thanh titng cong viéc. Thudng cac no lyc nay dugc lwgng hoa theo don vi gio
hodc point va chiing dwgc Nhom Phét trién diéu chinh thwong xuyén trong qua
trinh trién khai. Mot trong cac ki thuat thuwong dung dé wéc lwgng la Planning
Poker (xem Chuong 7).

Tong no Iye cho tat ca cac hang muc trén Sprint Backlog dugc nhém stt dung dé
theo doi tién do Sprint. Gia tri nay dugc cap nhat ngay vao Sprint Backlog va
dong thoi cling dwgc st dung dé tao Biéu do Sprint Burndown nham theo déi
tién do Sprint. Sau moi ngay lam viéc, cac thanh vién sé cap nhat dong thoi
Sprint Backlog va Biéu do Burndown vdi cac gia tri mdi.

Néu Nhém Phat trién thay rang lwgng cong viéc vira la chon la qua nhiéu hay
qua it so vd&i kha nang ctia nhém ho c6 thé trao doi va thwong lwgng véi Product
Owner dé loai bo b6t hodac chon thém cac hang muc khac. Trong Phan 2, Nhém
Phat trién c6 thé can thém sy ho trg vé mat ki thudt tir bén ngoai nhom dé viéc
phan tich, wéc lvgng cong viéc tot hon.

Lap ké hoach phat hanh



Co thé ban sé can mot ké hoach dai hoi hon dé cho ra dwgc mot ban phat hanh
c6 y nghia 16n nao dé. Luc nay ban can phai duy tri mot Ké hoach Phat hanh
(Release Plan). Ké hoach nay sé phai dya nhiéu vao viéc wéc tinh kich thwéc cac
hang muc Product Backlog. Hay xem thém ki thuat wéc tinh linh hoat dugc dé
cap dén trong chuwong 7.

Khi cong viéc wdc tinh cho tirng hang muc da dwoc hoan tat, ban c6 thé can c
vao toc do ctia nhom ma du doan la dén khi nao thi cé thé c6 duge mot ban phat
hanh c6 y nghia.

DPé cho ké hoach khong qua citng nhac, c6 thé ban sé can phan loai cac tinh nang
Phdi c6, Nén cd, va Co thé c6 khi lwa chon cac tinh nang sé hién dién trong ban
phat hanh sap tdi. Tap hop nhitng phan Phai c6 c6 thé tao thanh mot bo tinh
nang thudc dang MVP (Minimum Viable Product — san pham hitu dung to6i
thiéu) c6 thé chuyén giao gia tri co ban t&i ngudi dung cudi.

Nén nhé rang téc do wdc tinh la con s6 du bao, va trong qua trinh hwéng dén
muc tiéu phat hanh, nhém ctia ban c6 thé gap phai nhitng van dé khong tinh
trrdc. Vi thé, ké hoach phat hanh ciing phai dwgc hiéu chinh thudng xuyén sau

moi Sprint. Ban ciing c6 thé dung Biéu do6 Release Burndown (xem Chuwong 5)
dé theo doi tién do dat dwgc muc tiéu phat hanh qua cac Sprint.

Danh muc kiém tra Lap ké hoach Sprint

[0 Budi 1ap ké hoach c6 dién ra ding gio?

[0 Co6 thanh vién nao thiéu khong? Ly do vi sao?

O Product Backlog c6 san sang triedc budi lap ké hoach?

[0 Product Owner c6 so két lai tinh hinh san pham hién tai dau budi lap ké
hoach?

[0 Product Owner c6 dwa ra mong mudn muc tiéu Sprint dau budi 1ap ké hoach?
[0 Kha nang cia Nhém Phat trién da dwoc tinh?

[0 C6 nhitng van dé, sy kién nao dac biét anh huwéng t6i kha nang ctia nhom



khong (vi du nghi he, thanh vién nao c6 viéc riéng)?

[0 Nhom Phat trién va Product Owner c6 ra soat nhitng hang muc c6 thé sé phat
trién trong Sprint?

[0 Nhitng hang muc c6 thé sé phat trién trong Sprint da c6 tiéu chi chap nhan?

[0 Nhom Phat trién da phan ra cac hang muc sé phat trién thanh cac cong viéc
dwa vao Sprint Backlog?

[0 Cac hang muc trong Sprint Backlog da dugc wéc lwong? Product Owner c6 hai
long vGi cam két cia Nhom Phat trién?

[0 Nhom Phat trién c6 tin vao kha nang hoan thanh cam két? Cé diéu gi can lvu y
trong Sprint?

[0 Budi Lap két hoach Sprint c6 ddm bao khung thagi gian?
[0 DA cap nhat cac tao tac nhw Sprint Backlog, Biéu do6 Burndown?

SCRUM HANG NGAY

Scrum Hang ngay la mot nghi thitc quan trong dién ra déu dan hang ngay trong
sudt qua trinh san xuat. Day la mot budi trao doi ngan khong kéo dai qua 15 phut
v6i muc dich gitip Nhom Phat trién dong bo cong viéc va lap ké hoach cho ngay
lam viéc tiép theo. Day la mot sy kién danh cho Nhém Phat trién, tat ca cac
thanh vién cia Nhom Phat trién déu phai tham dy. ScrumMaster thwong tham du
nhung chi dé ddm bao Nhém Phat trién thyc hién ding cong viéc nay chit khong
trire ti€p tham gia diéu hanh hay phat biéu dong gép vao noi dung cua su kién.
Product Owner va mot s6 ngwoi khac cé thé tham dy nhuwng chi dwgce lang nghe
va khong déng bat cit vai tro nao trong sy kién nay.

Bu6i Scrum Hang ngay can dugc dién ra tai mot dia diém va khung thoi gian co
dinh dé giam thiéu sy phitc tap. Thoi diém t6 chitc dwgc Nhom Phat trién lwa
chon sao cho thuan lgi nhat doi véi tat ca cac thanh vién. Thudng thi cac nhom
lva chon thoi diém Scrum Hang ngay la dau budi sang dé khéi dong cho mot
ngay lam viéc méi. Viéc lva chon thoi diém tuy thudc vao nhom, diéu quan



trong la ddm bao sy kién nay ludn ludn dién ra ding thoi diém da lia chon nham
tao ra thoi quen va khong bién n6 thanh mot sy kién phirc tap.

N6i dung bu6i Scrum Hang ngay chi géi trong khoang thoi gian 15 phut dé cac
thanh vién Nhém Phat trién tra 101 3 cau héi: * T6i da lam dugc nhitng gi tir budi
Scrum Hang ngay trudce cho t6i bay gio?

* T6i sé lam nhitng gi twr bay gio t6i hom sau?
« Toi dang gap nhitng kho khan gi?

Co6 mot van dé doi véi cac Nhém Phat trién khi thye hién Scrum Hang ngay do
la thao ludn sau trong sudt budi Scrum Hang ngay, dac biét khi phat hién ra van
dé nao d6. Hay dam bao moi thanh vién chi tra 1oi ba cau héi trén, viéc trao doi
gidi quyét cac van dé co6 thé thue hién ngay sau khi Scrum Hang ngay két thiic.
Viéc nay giip dam bdo thoi lwgng cta budi trao doi khong kéo dai qua 15 phut
dong thoi gitt tap trung vao viéc dong bo va phoi hgp cong viéc giita cac thanh
vién thay vi giai quyét van de.

Scrum Hang ngay dugc khuyén nghi ngudi tham gia ditng thay vi ngoi dé tang
sy tap trung. Do la 1y do sy kién nay con dugc goi la Standup Meeting.

Nhiém vu ciia ScrumMaster trong Scrum Hang ngay

Nhiém vu cia ScrumMaster trong bu6i Scrum Hang ngay la dam bao diéu kién
thuan lgi cho Nhom Phat trién tién hanh su kién, vi du nhu dia diém, dam bao
nhom gilt ding khung thdi gian t6i da 15 phit, ghi nhan cac tré ngai dwgc nhém
phat 16, dam bao cac thanh vién tap trung vao dong bo va phdi hgp cong viéc
hién tai thay vi sa da vao cac van dé khac.

Ngoai ra, ScrumMaster quan sat trong suot cuoc hop dé cam nhan khong khi va
nhitng van deé tiém an. Néu cac van dé dugc phat biéu, ScrumMaster ghi lai va
c6 thé quan li trong mot Danh sach Tré ngai (Impediment Backlog) va giai quyét
dan.

Dé thao g khé khan, d6i khi ScrumMaster phai van dung ki thuat héi 5 lan tai
sao (5SWHY35).



SWHYS
DPay la ki thuat c6 nguon goc tir phwong thitc san xuat Toyota da dwgc dung pho
bién trong hau hét cac linh virc. D€ diéu tra nguyén nhan va cac lwa chon dé giai

quyét van dé, ngudi diéu tra sé héi 5 lan lién tiép tai sao.

Duwdi day la vi du vé mot cudc diéu tra nguyén nhan cua viéc tra lai hang: Van
de: “Khach hang phan nan vé chat lwgng 16 hang vira giao”

Tai sao 1: Tai sao chat lwgng 16 hang kém?
Tra 10i: Do nguyén vat liéu dau vao kém chat lwgng.
Tai sao 2: Tai sao chat lwgng nguyén vat liéu kém?

Tra 10i: Do trong qua trinh san xuat bi thiéu nguyén vat liéu nén phai mua bo
sung tir nguon khac.

Tai sao 3: Tai sao lai thiéu nguyén vat liéu?

Tra 10i: Do wdc tinh khong chinh xac nén mua thiéu.

Tai sao 4: Tai sao lai wéc tinh nguyén vat liéu chwa chinh xac?

Tra 10i: Do khong biét yéu cau nguyén vat liéu cia ban thiét ké€ mai.

Tai sao 5: Tai sao lai khong biét yéu cau nguyén vat liéu cta thiét ké mai?

Tra 1oi: Tai vi chwa lam thit trwée do.

Thay vi quay ra do 16i cho khach hang ngay tir dau, hodc do 16i cho dong nghiép,
hodc d6 16i cho bén giao hang, ching ta c6 thé nhin ra van dé goc ré nam & quy
trinh san xuat dé khac phuc va tranh lap lai.

Mot ngd nhan thvong thdy la dung 5SWHY's ludn cho ra nguyén nhan goc ré (root
cause), ki thwe SWHYss chi gitp ta tim ra dwgc nhitng kha nang. Va tur do ta cé
thé ra quyét dinh chinh xac hon.

Nhitng 16i nén tranh khi Scrum Hang ngay

#1. Scrum Hang ngay tré thanh la mot budi bao cdo cong viéc cho ScrumMaster



#2. Scrum Hang bién thanh noi danh cho ScrumMaster cap nhat tién do cong
viéc #3. Scrum Hang ngay bién thanh mot phién thao luan dé giai quyét van dé

#4. Scrum Hang ngay dién ra qua xa noi lam viéc

#5. Nhom Phat trién khong thay gia tri ctia budi Scrum Hang ngay

#6. Cac thanh vién thuwong bao cao la khong gap van de gi

#7. Scrum Hdang ngay khong dién ra nhw la mot théi quen, hom lam hém bé

SO KET SPRINT

Budi So két Sprint sé dugc tién hanh khi thoi gian trién khai Sprint da hét dé
kiém tra phan tang truwedng dat dwoc trong Sprint vira qua. Day la mét hoat dong
thanh tra va thich nghi doi véi san pham dang dwgc xay dung. Két thiic buoéi So
két Sprint 10 trinh sdan pham va Product Backlog c6 thé dwgc diéu chinh dé phu
hgp hon véi tinh hinh phét trién maéi.

Tham dv bu6i So két Sprint c6 Nhom Phat trién, Product Owner, ScrumMaster.
Ngoai ra, Product Owner c6 thé mdi thém nhitng nguwoi khac néu phu hgp, chang
han nhw khach hang, ngwoi dung, cac bén lién quan, cac lanh dao, va bat cit ai
quan tam. Tat ca nhitng ngwdi tham dy déu hoan toan tu do trong viéc dwa ra cac
cau hoi va dong goép y kién ctia minh.

Khung thai gian ctia budi So két Sprint 1a mét gio twong ng véi mot tuan lam
viéc cua Sprint. C6 nghia la, d6i v&i Sprint 4 tuan thi thoi gian t6i da la 4 gio,
v6i Sprint 2 tudn la 2 gio. Ban ciling c6 thé diéu chinh thoi lwgng hop theo nhu
cau thuc tién cta nhém.

Mot ndi dung quan trong cia budi So két Sprint 1a Nhém Phat trién va Product

Owner trao doi v4i nhau dé tim hiéu veé tinh hinh, ghi nhan cac khuyén nghi cta
nhau. Pay la co hoi dé Product Owner tim hiéu va nam tinh hinh ctia san pham

va cua Nhom Phat trién. Con doi véi Nhom Phat trién day la co hoi dé tim hiéu

va nam tinh hinh cta Product Owner va cua thi treong.

NGi dung cua So két Sprint nhw sau:



1. Product Owner trinh bay Muc tiéu Sprint
2. Nhém Phat trién trinh bay két qua da hoan thanh

3. Truc ti€p st dung san pham

Tién trinh mot cudc hop So két Sprint

Mot so huu y:

1. Khong trinh bay nhitng tinh nang chwa “hoan thanh”

2. Cac phan hoi dugc dwa ra — Product Backlog c6 thé dwgc danh gia lai do wu
tién 3. Product Owner nén stt dung ki thuat kiém thir chdp nhan dé danh gia cac
tinh nang.

4. bay khong la budi demo san pham. Trong thue té, viéc demo san pham chi la
mot ndi dung ctia budi So két Sprint. Néu chi tap trung vao demo san pham thi
sé bé qua mot ndi dung quan trong khac lién quan dén viéc thao luan va cong tac

gitta cac thanh vién tham gia.

Twr d6 gay hiéu nham va thue hién sai muc dich thue sw ctia budi So két Sprint
do la thanh tra va thich nghi san pham dang duwgc xay dung.

Danh muc kiém tra So két Sprint

[0 Bubi So két Sprint c6 thiéu thanh vién nao trong Nhém Scrum? Bu6i So két
Sprint c6 dién ra ding thoi gian?

[0 Nhom Scrum c6 trinh bay Muc tiéu Sprint?

[0 Nhém Phat trién chi trinh bay nhitng hang muc da hoan thanh? Product Owner
va cac bén lién quan c6 kiém tra san pham?

[0 Product Owner c6 dwa ra quyét dinh chap nhan hoac khong chap nhan phan
tang truong?

[0 Product Owner va cac bén lién quan c6 dua ra phan hoi vé san pham? Budi So



két Sprint c6 giltr dung khung thoi gian?

CAI TIEN SPRINT

Cai tién Sprint la su kién dién ra & cudi Sprint, ngay sau budi So két Sprint. Muc
dich cua sy kién nay la dé thanh tra va thich nghi quy trinh lam viéc. N6i cach
khac 1a dé tim ra cach lam tot hon trong Sprint tGi.

Nhom Phat trién va ScrumMaster bat budc phai tham gia budi Cai tién Sprint.
Product Owner c6 thé tham gia hoac khong. ScrumMaster ciling c6 thé mai
nhitng ngwoi khac cung tham gia sy kién nay nham déng gop y kién cho nhom.
Thai gian t6i da danh cho budi Cai tién Sprint l1a 3 gio doi véi Sprint 1 thang.
Doi véi cac Sprint ngan hon thi thoi gian thuwong ngan hon, khoang 45 phait
twong (ng vGi mot tuan lam viéc caa Sprint. Chang han, véi Sprint 2 tuan thi
khung thoi gian la khodng 1 gio 30 phuit.

= Dwng va Nghi

Gia sit sau moi Sprint, nhom ctaa ban cai thién nang suat 3%. Hay tinh xem,
ca nam nhom ban cé thé tang nang suat dugc bao nhiéu?

Dirng va nhin lai, tim kiém cac cai tién va xay dung t6 chic hoc tap.

Cdy cdu Cadi tién, theo Rachel Davies
Can c6 mot ngudi giir vai tro ho trg cho bu6i Cai tién Sprint, ngudi nay co thé la
ScrumMaster hodc mot nguoi khac bén ngoai nhom. Hodc c6 mot cach lam kha

pho bién do la trao doi chéo giita cac ScrumMaster, c6 nghia la ScrumMaster
ctia nhom nay ho trg Cai tién Sprint cho nhém khac.

Cac hoat dong chinh ctia bu6i Cai tién Sprint la:

* Liét ké nhitng diém da lam t6t



* Liét ké nhitng diém da lam chua t6t

* Dra ra mot vai hanh dong cai tién

* K& hoach cai tién cho Sprint sau

Cach don gian nhat la ca nhom cuing hop va bat dau véi cau hoi “Chung ta da
lam t6t nhitng gi?”, roi tra 16i cau héi tiép theo “C6 diéu gi can loai bo?” va “Cé
diéu gi c6 thé lam t6t hon? Bang cach nao?”. R6i sau d6 cung thong nhat mot ké
hoach hanh dong cho Sprint sau. Cé rat nhiéu ki thuat cu thé dé tién hanh budi
Cai tién Sprint. Vi du nhv Glad-Sad-Mad, SpeedBoat, v.v.. Trong d6, ki thuat
don gian va dugc st dung pho bién la Glad-Sad-Mad.

Danh muc kiém tra Cai tién Sprint

[0 Nhom Phat trién c6 moi thém thanh vién khac tham gia?

[0 Cé thanh vién nao ctia Nhom Phat trién thiéu khong? Ly do vi sao? Dia diém,
cac van phong pham da duwgc chuan bi?

[0 Buoi Cai tién c6 dién ra ding gig?

[0 Moi thanh vién da r6 muc dich, quy tac va cach thiec thwe hién buoi Cai tién?
[0 Co6 ra soat cac hanh dong cai tién ¢ nhitng Sprint truéc?

O P43 chuan bi cac dit liéu can thiét cho viéc cai tién?

[0 C6 thanh vién nao khong tham gia tich cyc vao budi lam viéc? Tai sao?

[0 C6 hanh dong cu thé dugc tim ra?

[0 Bu6i Cai tién Sprint c6 giit dung khung thoi gian?

Cac ki thuat Cai tién Sprint

Glad Sad Mad



SpeedBoat
Glad-Sad-Mad

Glad-Sad-Mad la mét ki thuat dé thye hién budi cai tién dwa trén viéc phan loai
cac y kién cua thanh vién thanh 3 nhém: Glad (vui mirng), Sad (bu6n), va Mad
(t@c gian). Nhitng hang muc nao ma thanh vién dwa ra cdm thay hai long thi
dwgc phan loai vao muc Glad. Nhitng hang muc nao ma ho chwa cam thay hai
long va cé thé cai tién dwoc thi dwa vao muc Sad. Nhitng hang muc nao ma gay
can tré nghiém trong va minh mong muén loai b6 né ngay thi dwa vao muc Mad.
DPay la mot ki thuat dugc st dung pho bién trong cac budi Cai tién Sprint.

Cach tién hanh cu thé nhv sau:
1. Chuan bi

Dé bat dau thi can chuan bi mot tam bang (t0 gidy - cd A0) du 16n, chia thanh 3
cot: Glad, Sad, Mad va du rong dé dan y kién cua tat ca cac thanh vién.

2. Thu thap dit litu

Ngudi ho tro yéu cau cac thanh vién ghi tat ca nhitng quan sat cia minh vao
titng manh day dan. Moi y kién trén mot manh riéng biét, sau d6 dan l1én cac cot
twrong ng trén bang. Moi y kién nén dugc viét ngan gon, stic tich da dé moi
nguwoi hiéu dung vé van dé. Hoat dong nay can st dung khung thdi gian, chang
han 10 hodc 15 phut.

3. Tong hop thong tin

Ngudi ho trg gom cac y kién trung nhau lai thanh mot (loai bd), sau d6 cac thanh
vién trong nhom bé phiéu dé lwa chon ra nhitng hang muc ma minh muén théo
luan. Céach lam pho bién thwong la stt dung “bo phiéu chdm”, titc 1a moi mot
thanh vién dugc lwa chon t6i da 3 hang muc bang cach ghi mot dau cham vao
moi mot t¢ gidy dan ma minh lya chon. Nhitng hang muc nao cé nhiéu ddu cham
thi sé duwgc thao luan trede. Nguwoi ho trg sé sap xép lai trat tw cac to gidy dan
dwa trén két qua bé phiéu cua ca nhom.

4. Thao luan va dwa ra hanh dgng cai tién



Sau d6, ca nhom sé lan Iwgt thao luan tirng hang muc cho dén khi khong con
hang muc nao nita, hodc la da hét thoi gian dong khung. Viéc thao luan nén tap
trung vao viéc dua ra nhitng hanh dong cai tién c6 thé thue hién dugce trong thoi
gian tGi. Ké ca trong nhitng hang muc & cot “Glad” thi cling van c6 thé cai tién
dé né tot hon.

SpeedBoat

SpeedBoat la ki thuat dé tién hanh buoi céi tién dwa trén hinh anh an du ctia mot
con tau cao toc. Muc dich cta ki thuat nay la xac dinh do hai long caa khach
hang d6i véi dich vu ma minh cung cap. Ki thuat nay ciling dugc st dung pho
bién trong cac budi Cai tién Sprint.

Cac budc de trién khai hop cai tién dung Speedboat:
1. Chuan bi

Nguwoi ho trg vé 1én bang (hodc to gidy du rong, cd A0) hinh anh mot chiéc tau
cao toc dang luwét song, bo sung thém cac hinh anh ho trg va can tré chuyén
dong cta con tau nhuw mo neo, song 16n, v.v..

2. Thu thap dit liéu

Yéu cau tat cd moi ngwoi cung viét ra nhitng y kién cia minh vé ca nhitng yéu to
tré ngai va tich cue trong cong viéc (chang han trong Sprint vira qua). Moi mét y
kién dwgc viét Ién mot to gidy dan va lan lwgt duge dan vao cac vung thich hgp
trén hinh vé.

3. Tong hop thong tin

Nguwoi ho trg yéu cau cac thanh vién nhém cac y kién c6 lién quan lai v6i nhau.
Sau do, cac thanh vién sé bé phiéu dé lwa chon nhitng hang muc ma minh muén
thyre hién cai tién. C6 thé st dung hinh thitc “bo phiéu chdm”, titc 1a moi thanh
vién dugc lra chon 3 hang muc va minh muo6n thao luan bang cach ghi mot dau
cham lén ddy. Nhitng hang muc nao c6 nhiéu dau cham thi sé dugc lwa chon dé
cai tién.

4. Pva ra cac hanh dong cai tién



Khi da Iwa chon dwgce cac hang muc can cai tién ca nhém thao luan dé tim ra
nguyén nhan goc ré cua van dé. Sau d6 dé xuat cac thay doi can thiét thyc hién
trong thoi gian tdi.

Ghi chua vé nhirng sy kién khac c6 lién quan

Trong chwong nay ching ta da khao sat nhitng sy kién chinh yéu ctia Scrum.
Trong thyc tién, c6 thé chiing ta can t6 chitc thém nhitng phién lam viéc cong tac
khac dac thu Agile nhw Lap ké hoach Phat hanh (Release Planning) dé xac dinh
ké hoach dai hai cho su ra doi va phat trién san pham; Workshop viét User Story
dé chuan bi Product Backlog va c6 thé kiém thém wéc lwgng cac hang muc; Hop
Lam min Product Backlog dé cap nhat cac hang muc va do wu tién trong Product
Backlog; Workshop Hinh dung Kién trtic tong thé (Architecture Envisioning
Workshop) dé thong nhat chung cho toan doi phat trién vé kién tric tong thé
dwgc st dung trong san pham.

Ngoai ra cling c6 thé c6 hang loat nhitng su kién khac tuy nhu cau nhw Hop khéi
cong du &n, Huan luyén triedc dy an, Hop nghiém thu va tong két dy an, Hop
Kich ndo tao y twdng (Brainstorming Session) v.v..

Nhom cua ban nén tim hiéu thém va c6 mot ké hoach tong thé cho nhitng sy kién
nhuv thé nay dé thic day thanh cong cua du an.

CAU HOI UNG DUNG

1. Khung thoi gian cho bu6i Lap ké hoach Sprint v6i mot nhom trién khai Sprint
3 tuan la bao nhiéu?

2. Két qua can dat dugce sau khi Lap ké hoach Sprint két thiic 1a gi? Néu ban la
ScrumMaster, khi khung thoi gian cta sy kién nay da qua ma nhom chwa dat
dwogc két qua theo yéu cau ban sé lam gi? Tai sao?

3. Nhom Phat trién va Product Owner cong tac nhw thé nao trong Lap ké hoach
Sprint?

4. Ban thtt ly giai viéc dong khung thdi gian cho Scrum Hang ngay chi la 15
phut?

5. Néu trong budi Scrum Hang ngay, cac thanh vién Nhom Phat trién danh thoi
gian dé giai quyét cac van dé ban sé lam gi?



6. La thanh vién Nhom Phat trién ban c6 nhitng cach nao dé theo dai tién do cua
nhom minh?

7. ScrumMaster can c6 hanh dong gi khi thdy dwong tién do cia Nhom Phat trién
trén biéu do6 Sprint Burndown di trén dwong co sG?

8. Nhom Phat trién lam nhitng gi trong budi So két Sprint?
9. Thanh vién Nhom Phat trién lam gi trong budi Cai tién Sprint?

10. Theo ban, diu hiéu cia mot Sprint thanh cong sé nhw thé nao?



5CAC TAO TAC VA CONG CU

Trong chvong nay...

* Quan li san pham bang Product Backlog

* Duy tri mot Product Backlog t6t theo tiéu chuan DEEP

* St dung Sprint Backlog dé quan li cong viéc

» Mot s6 kiéu Sprint Backlog thong dung

« Chuyén giao Phan tang triedng cu6i moi Sprint

» Xay dung Pinh nghia Hoan thanh

* Cac biéu d6 Burndown

Hanbh trinh van dam bat dau véi mét buéc chan nho.

Lao Tw

Tao tac Scrum

Cac tao tac Scrum gom mot cong cu quan li yéu cau san pham goi la Product
Backlog, mot cong cu ké hoach thich tng trirc quan cho nhém cong tac la Sprint
Backlog, va ban than géi tang triédng chuyén giao dwgc (Increment) & cudi
Sprint. Tao tac (artifact) & day vira la cong cu vira la dé6 dwgc Nhom Scrum tao
ra va duy tri lién tuc trong qua trinh lam viéc. Cac tao tac cung cap s minh
bach, ho trg qua trinh thanh tra va thich nghi. Viéc st dung va duy tri tot cac tao
tac nay giup cho tat ca cac bén lién quan c6 dugc thong tin day da, hiéu ding va
c6 cung mot cach hiéu vé tinh trang phat trién san pham. Ngoai cac tao tac tiéu

chuan ctia Scrum, cadc nhéom c6 thé dung nhitng cong cu khac dé theo doi tién do
va thiic day cong tac.

* Danh sach wu tién mo ta cac tinh nang va két qua ctia san pham



* C6 thé chinh stra duoc

» Danh sach céac cong viéc can hoan thanh trong Sprint

* Burgc cap nhat hang ngay

* Tong tat ca cac hang muc Product Backlog da dugc hoan thanh trong mot
Sprint va gia tri cua nhitng phan tang trwedng ctia nhitng Sprint tredc « Pugc
chuyén giao & cu6i moi Sprint

PRODUCT BACKLOG

Product Backlog la danh sach cac tinh nang mong mu6n ctia san pham. Danh
sach nay dugc sap xép dwa trén do wu tién cta tirng hang muc. Cac hang muc c6
do wu tién cao hon nam & phia trén cia danh sach va sé dwgc Nhom Phat trién
lvra chon dé dwa vao san xuat sém, cac hang muc c6 do wu tién thap hon sé nam
& phia cudi ctia danh sach va dugc phat trién mudn hon.

Cac Nhom Scrum c6 thé dung nhiéu hinh thitc khac nhau dé lam ra Product
Backlog. Mot Iwa chon thwong thdy 1a bang trang hoac mot mang twong va thé
chi muc (Index Card). Nhiéu nhom (ddc biét la cac nhém phat trién cac san
pham 16n hodc san pham dai ngay) thuong dung phan mém dé lam Product
Backlog nhu Speadsheet (Excel hodac Google Spreadsheet), hay cac cong cu
quan li chuyén dung nhw Trello, Redmine, Asana, Pivotal Tracker v.v..

Vi du 1: Product Backlog dung Spreadsheet

Vi du 2: Product Backlog stt dung cong cu quan li du an



Product Owner la ngwoi chiu trach nhiém quan 1i va bao tri Product Backlog,
bao gom xac dinh ndi dung, danh gia do wu tién va sap xép cac hang muc, lam
min cac hang muc, lam 1o va giit cho noi dung ctia Product Backlog ludén minh
bach vdi tat ca cac bén.

Hang muc Product Backlog

Product Backlog chita cac hang muc Product Backlog. Cac hang muc nay
thwdng mo ta tinh nang cua san pham, ngoai ra con c6 thé c6 cac hang muc khac
nhuw 16i, cong viéc lién quan dén ki thuét, cong viéc nghién ciru.

Scrum khong quy dinh hinh thitc cu thé dé thé hién hang muc Product Backlog,
nhung trong thue té thi ki thuat duwgc sit dung pho bién la User Story (xem chi
tiét trong Chwong 7).

Scrum khong quy dinh hinh thitc cu thé dé thé hién hang muc Product Backlog,
nhung trong thure té thi ki thuat dwgc st dung pho bién la User Story.

Panh gia do wu tien

Cac hang muc trong Product Backlog dugc sap xép dwa trén do wu tién, do do
nhiém vu ctia Product Owner la danh gia do wu tién cta tirng hang muc. Product
Owner can phai xem xét mot s6 yéu t6 khac nhau dé xac dinh do wu tién nay,
chang han nhuw: « Gia tri d6i vGi phan 16n khach hang hay ngudi diung

» Gia tri d6i vGi nhitng khach hang hay nguwdi dung quan trong

« Chi phi

* Thoi gian dé trién khai

» M0i quan hé véi cac hang muc khac

* Rui ro va co hoi

D06 wu tién cda cac hang muc c6 thé dugce cap nhat lién tuc trong qua trinh phat



trién, khi Product Owner da c6 thém nhitng thong tin mdi, hiéu biét nhiéu hon vé
san pham va c6 thé c6 nhitng diéu chinh veé 10 trinh ctia san pham.

Uéc tinh cac hang muc Product Backlog

Mo6i hang muc Product Backlog dwgc wdce tinh kich thudc, tie 1a lwgng no luc
can dé trién khai n6. Viéc nay dugc thue hién bdi Nhém Phat trién. Kich thuée
ctia m6t hang muc c6 thé anh hwéng dén do wu tién cta né trén Product Backlog.

Viéc wdc tinh c6 thé dugc thuc hién theo nhiéu cach khac nhau. Cac nhém
Scrum thwong st dung tro choi Planning Poker dé lam viéc nay (xem Chwong
7).

Keét thiic viéc wéc tinh cac hang muc Product Backlog, ban c6 thé gan cac gia tri
xac dinh do 16n, vi du: s6 diém, lén trén cac hang muc Product Backlog. Ban
cling c6 thé gan kich thwdc giong nhw ¢ o (vi du: XS, S, M, L, XL, XXL,
XXXL) dé danh dau do 16n twong ng ctia cac hang muc. Viéc nay sé gitip ban
quan li Product Backlog thuan lgi hon. Bdc biét, n6 sé gitip ban lam min Product
Backlog sau nay.

Lam min Product Backlog

Cac hang muc Product Backlog c6 kich thuwéc khac nhau, mitc d6 chi tiét khac
nhau va ching thuwong can phai dugc lam min truede khi san sang dé dwa vao san

xuat. Nhitng hang muc & phan trén thuong la “min” hon so véi nhitng hang muc
0 dudi.

Viéc lam min c6 thé don gian la chi tiét hod m6t hang muc nao dé con chung
chung. Vi du mét hang muc “Quan li user” c6 thé duge phan tach thanh “Thém
user”, “Swra user”, “Liét ké toan b0 user” va “Tim kiém mot user”. Lam min
cling c6 thé bao gom ca viéc bé nho nhitng hang muc c6 kich thwéc 16n (vi du:
nhitng hang muc cd XL trg 1én) thanh nhitng hang muc c& nho hon. Cang nho,
cang chi tiét, cang r0 rang thi cang min.

MGt Nhém Scrum c6 thé phai danh ra khoang 10% thdi gian ciia mot Sprint dé
ngo6i cung véi nhau dé hop va lam min lai Product Backlog, ddm bao cho céac
phién Lap ké hoach Sprint tiép theo dwgc thuan 1gi, cling nhw luén cap nhat
trang thai hiéu biét t6t nhat vé yéu cau san pham. Phién hop lam min Product



Backlog nay dién ra trong Sprint, cé thé la theo nhu cau, hodc co dinh, tuy sap
dat cia nhom.

Tiéu chuan DEEP danh cho Product Backlog

DEEP la mot tiéu chuan duwgc stt dung kha pho bién hwéng dén viéc xay dung
mot Product Backlog tot.

DEEP quy dinh 4 tinh chat ma mot Product Backlog nén c6, bao gom:

D - Detailed appropriatezly (Pu chi tiét hgp ly): Nhitng hang muc c6 do wu
tién cao hon thi cé nhiéu chi tiét cu thé hon, ro rang hon so véi nhitng hang muc
c6 do wu thap.

E - Estimated (Pwoc wdc tinh): Tat ca cac hang muc Product Backlog phai
dugc wdc tinh. Do chinh xac cua viéc wdc tinh cac hang muc @ trén thuong la
cao hon so vdi phan & dudi.

E - Emergent (Tién hoa): Product Backlog khong phai 1a mot danh sach co
dinh cac hang muc can phat trién ma né luén dugc tién héa trong sudt qua trinh
phat trién dya theo nhitng hiéu biét hoc dugc.

P - Prioritized (Pwoc sap xép vu tién): Cac hang muc trong Product Backlog
dwgc sap xép theo d6 wu tién. Nhitng hang muc cé do wu tién cao hon sé dwoc
dwa vao san xudt sém, chiing nam phia trén ctia Product Backlog.

= Dwng va Nghi

Nhém cuia ban c6 quan li yéu cau mgt cach c6 hé thong khong? Can lam gi
dé lam tét hon nira viéc nay?

SPRINT BACKLOG

Sprint Backlog la bang cong viéc dugc Nhom Phat trién st dung dé quan li qua
trinh san xuat trong mot Sprint. N6i dung co ban cia mot Sprint Backlog bao
gom danh sach cac hang muc Product Backlog da Iwa chon cho Sprint hién tai va
danh sach cac cong viéc can thye hién trong Sprint dé hoan thanh cac hang muc
Product Backlog do.



M6t nhém Scrum dang ditng hop Scrum Hdng ngay truéc Sprint Backlog dugc
dan lén tuong.

Thoéng thuong, sau budi hop nay, cdc thanh vién sé cdp nhdt Sprint Backlog va
biéu do6 Sprint Burndown.

Sprint Backlog do Nhom Phat trién duy tri

Sprint Backlog do Nhom Phat trién s& hitu va van hanh béi vi qua trinh lam viéc
trong Sprint cling do Nhém Phat trién ty quan li, day la mot dac diém quan trong
trong Scrum. Nhom Phat trién tao Sprint Backlog & trong bu6i Lap ké hoach
Sprint va van hanh né cho dén khi Sprint két thic.

Giong nhw Product Backlog, cac nhom c6 thé sir dung cac phwong tién khac
nhau dé lam ra Sprint Backlog tién 1gi nhat cho minh. Nhwng diéu quan trong
hon cé la luon dam bao Sprint Backlog hién dién va cap nhat.

Sprint Backlog dang Spreadsheet

Co nhiéu cach dé thé hién Sprint Backlog, tuy theo sy Ia chon va tinh phu hgp
do6i v6i nhom.

Vi du, cach trinh bay duwéi dang mot bang truyén thong nhw sau:

Sprint Backlog dang Kanban

MGt dang cau tric khac dugc wa chudng va ap dung rong rai hién nay la bang
Kanban bao gom cac cét.

V6i dang nay, Sprint Backlog dugc trinh bay nhu sau:



PHAN TANG TRUONG CHUYEN GIAO PUQC

Phan tang triedng (tén goi ngan cua Phan tang tredng San pham Co6 kha nang
Chuyén giao dwgc) la phan san pham Nhom Phat trién tao ra cudi moi Sprint.

Pay la mot khai niém quan trong trong Scrum, tao ra sy khac biét 16n vé mat san
pham so véi cac phwong phap truyén thong.

Khac biét voi tw duy phat trién truyén thong

O cac phuong phap phat trién truyén théng, qué trinh phét trién san pham duogc
tién hanh lan lwgt theo tirng bwdc, chang han di tir thu thap yéu cau, phan tich va
thiét ké, xay duwng, kiém tht roi di dén phat hanh. Do d6, & phan 16n thai gian
dau, két qua thu dugc la rat nhiéu tai liéu, bao gom ca tai liéu mo ta yéu cau lan
tai liéu thiét ké. Trong khi dé thiéu vang ma4t san pham that c6 thé st dung dugc
bdi nguoi dung.

Trong phuong phdp phdt trién truyén théng, sdn pham chi dugc hinh thanh &
giai doan cudi cua chu trinh phdt trién Scrum cé mot hwéng tiép can khac,
khong chi don gian tach qua trinh phat trién thanh cac Sprint nhé lién tiép nhau,
ma cudi moi Sprint doi hoi Nhom Phat trién phai chuyén giao mot phan tinh
nang hoan chinh cta san pham.

Cac phan tang truedng duwgce tao ra lién tuc & moi Sprint
Cac dac diem cia Phan tang truéng

« Str dung dwoc: Tinh nang dat dwgc sau moi Sprint 1a that va sit dung dwoc ngay
cht khong chi 1a mot ban thiét ké hay mot ban mau.

* C6 kha nang chuyén giao diwgc: Phan tang trudng & cu6i moi Sprint can phai
c6 kha nang chuyén giao dugc, Biéu nay khong c6 nghia la né phai 1ap tirc dugc
chuyén giao ngay, ma c6 nghia la né dat dugc trang thai san sang chuyén giao.

* Hoan thanh: Phan tang tredng phai tuan tht theo Dinh nghia Hoan thanh da



dwgc thong nhat truede do.
Tai sao chiing ta can Phan tang truéng?

Viéc tao ra dugc cac phan tang tredng sau moi Sprint mang lai rat nhiéu 1gi ich
tlr nhitng géc do khac nhau, c6 thé ké dén nhu: « S6m c6 dwge phan hoi: Cac
phan hoi nay sé dugc ghi nhan dé dwa ra nhitng diéu chinh cho san pham néu can
thiét.

* S6m thu dugc gia tri: Ching ta s6m thay dugc gia tri ctia san pham va gia tri
nay ciing dén tay ngudi dung sém hon.

» Tang minh bach: Sau nhitng khoang thaoi gian ngan, ching ta da c6 duwgc nhitng
phan san pham thyc sy “hoan thanh” ma tat ca moi nguwdi déu c6 thé nhin thay
dugc, twong tac dugc.

« Giam rui ro: Phan tang triwdng gitp giam thiéu rai ro, xét vé ca mat kinh doanh
lan ki thuat.

PINH NGHIA HOAN THANH

Dinh nghia Hoan thanh la mé6t danh sach quy dinh nhitng cong viéc can dugc
thue hién xong trede khi mot hang muc duge cong nhan la dat trang thai cé kha
nang chuyén giao dugc.

Dinh nghia Hoan thanh la m6t cong cu quan trong dé dam bdo tinh minh bach
cha cac tao tac trong Scrum, tiéu chuan dé thanh vién nhom tw kiém tra va dat
dwgc chat lvgng tw than.

Ngoai ra, Binh nghia Hoan thanh gitip moi ngudi hiéu chung vé yéu cau cong
viéc, ngan ngtra nhitng mau thuan do hiéu nham hoac khong hiéu r6. Gia tang
tinh minh bach vé yéu cau gitip nhém tw té6 chivc hiéu qua hon.

Noi dung cia Pinh nghia Hoan thanh

Noi dung ctia Binh nghia Hoan thanh danh cho titng nhém va tirng san pham la
khac nhau, diéu nay phu thudc vao mot s6 yéu t6 nhu: « Dac diém cia san pham



dang xay dung

» Cong nghé va ki thuat dang dugc st dung
* Cac quy dinh cua t6 chirc

e Trinh do ctia Nhom Phat trién

Chang han, néu mot san pham duwgc cung cap ¢ nhiéu thi treong khac nhau thi
c6 thé c6 nhitng quy dinh lién quan dén ngon ngtt hién thi, tién té, dinh dang thoi
gian. Néu la mot ng dung web thi c6 thé c6 nhitng quy dinh lién quan dén viéc
ho trg tot trén cac loai trinh duyét khac nhau. Néu t6 chitc c6 nhitng quy wéc lién
quan dén viéc phat trién thi c6 thé c6 nhitng quy dinh lién quan dén viéc tuan tha
cac quy wdc nay. Néu trinh d6 cia Nhém Phat trién cao thi c6 thé c6 nhitng quy
dinh rat chat ché vé ma nguon, vi du nhw la cac phwong thicc khong vugt qua 8
dong ma, v.v..

Nhom Scrum xay dung Pinh nghia Hoan thanh

Viéc xay dung Dinh nghia Hoan thanh can cé sy tham gia ctia toan bo Nhém
Scrum, titc 1a bao gém céac thanh vién Nhém Phét trién, Product Owner va
ScrumMaster. Thong thwong, Product Owner la nguwdi c6 vai tro xac nhan cudi
cung doi vdi Dinh nghia Hoan thanh.

Dinh nghia Hoan thanh cting khong phai la mot tai liéu c6 dinh ma sé duwgc cai
tién theo qua trinh tredng thanh ctia nhém dé phan anh sy trudng thanh nay ciing
nhw nang cao chat lwvgng cua san pham.

Qua trinh tién héa cua “Hoan thanh”

Xay dyng Pinh nghia Hoan thanh cho tirng cap do khac nhau Cac vi du vé
Dinh nghia Hoan thanh dwgc dé cap & trén la ap dung cho cac User story dé
duwgce cong nhan la dat trang thai san sang chuyén giao. Tuy nhién, trén thuyc té
thi Dinh nghia Hoan thanh c6 thé dwoc 4p dung cho nhitng cap do khac nita,



chang han nhw d6i véi cac User story dé quy dinh trang thai san sang dé dwa vao
phat trién, d6i vGi cac cong viéc trong Sprint va doi v6i cac Phién ban phat hanh.
Dinh nghia Hoan thanh danh cho User Story

Doi véi cac User story, chiing ta c6 thé xay dung DPinh nghia Hoan thanh dé quy
dinh trang thai ctia mot User story dwgc cong nhan la san sang dé dwa vao phat
trién trong mot Sprint. Loai Pinh nghia Hoan thanh nay danh cho User story con
dugce goi la Binh nghia San sang.

* User story da dugc wéc tinh

* C6 danh sach céc tiéu chi chap nhan

* User story la duy nhat

* C6 dinh kém tai liéu phu hgp (chdang han nhw ban mau, dit liéu,...)

» Gia tri wdc tinh ban dau khong nhiéu hon 5 diém

Pinh nghia Hoan thanh danh cho cong viéc trong Sprint Ddi v4i cac cong
viéc trong Sprint, Nhém Phat trién c6 thé dwa ra Binh nghia Hoan thanh dé quy
dinh trang thai cudi cta tirng cong viéc. Mot phan quan trong cua Pinh nghia
Hoan thanh nay thwong dé cap dén cac yéu cau vé mat ki thuat cting nhue quy
trinh dé cong tac trong nhom.

» Ma nguoén da dugc kiém tra chéo

» Ma nguon c6 day da chu thich

» Ma nguon da dugc dua 1én hé thong lwu triv

* D3 cap nhat thoi gian ctia cong viéc trén Sprint Backlog vé 0

Dinh nghia Hoan thanh danh cho Phién ban Phat hanh

Doi véi cac Phién ban Phat hanh, Nhém Scrum va cac bén lién quan c6 thé xay
dyng Dinh nghia Hoan thanh nham dwa ra cac quy dinh ma mét ban phat hanh

can phai théa man. Noi dung cia Pinh nghia Hoan thanh nay thwong tap trung
vao cac diéu kién dé cai dat san pham, sit dung san pham, tinh 6n dinh ctia san



pham va viéc ho trg ngudi dung.
* Tat cA ma nguon déu da dugc trién khai trén may chu thuce té

 San pham dugc dung thit béi 10 ngwdi ngoai Nhom Phat trién trong vong 5
ngay * Khong c6 16i dugc phat hién

* Nhém cham séc khach hang da dwgc huan luyén vé cac tinh nang mai
Pinh nghia Hoan thanh khac véi Tiéu chi chap nhan

Dai vai User story, c6 hai khai niém thuwong gay ra nham lan cho nhitng ngwoi
m&i bat dau do la Binh nghia Hoan thanh va Tiéu chi Chap nhan. Viéc phan biét
ro hai khai niém nay la can thiét d¢ dam bdo viéc st dung ding va hiéu qua.
Chung ta c6 thé phan biét dwra trén pham vi ap dung cua ching.

Luu y, Binh nghia Hoan thanh dwogc 4p dung cho tat ca cac User story trong khi
do6 Tiéu chi Chap nhan chi dwgc 4p dung cho mot hoac mét vai User story nhat
dinh.

» Hoat dong t6t v&i cac loai thé Visa, Master
* Thoi gian phan hoi khong vuegt qua 20 giay
« HO tro thanh toan bang USD, EURO, VND

M6t vi du vé Tiéu chi Chdp nhdn cho tinh ndng thanh todn truc tuyén BIEU PO
SPRINT BURNDOWN

Biéu do Sprint Burndown la mot cong cu dwgc Nhom Phat trién sir dung dé truc
quan hoa tién d6 hwéng téi Muc tiéu Sprint. Nhém Phét trién tap trung s quan
tam ctia minh vao lwgng no lyc con lai can thye hién dé dat dwogc Muc tiéu
Sprint chi khong phai la minh da lam dugc nhitng gi.

Nhom Phat trién tao ra Sprint Burndown sau bu6i Lap ké hoach Sprint va cap
nhat n6 hang ngay dé thay dwoc tién do thuc cia minh. Néu c6 nhitng biéu hién
khong t6t vé mat tién do cong viéc thi nhém c6 thé duwa ra cac quyét dinh diéu
chinh nhanh chéng mot cach chu dong dé hwéng dén viéc hoan thanh Muc tiéu
Sprint diing nhw cam két ctia minh.



Nhom Phat trién dwa vao Sprint Backlog dé tinh tong Iwgng no Iyc con lai can
thyre hién dé dat dwoc muc tiéu Sprint. Mo6i cong viéc trén Sprint Backlog déu da
dwgc wéc tinh trong budi Lap ké hoach Sprint, tong cac gia tri wdc tinh cia
nhitng cong viéc chwra hoan thanh chinh la lwgng no lyc con lai.

Hang ngay, khi da c6 mot s6 cong viéc dwge hoan thanh, nhém cap nhat lai
lwgng no lwe cho cac cong viéc chwa hoan thanh.

Cach veé Sprint Burndown
Biéu do Sprint Burndown c6 2 truc. Truc hoanh thé hién thoi gian, dugc chia
thanh cac ngay twong tng va6i thoi gian cia mot Sprint. Vi du, doi vdi Sprint 1

tuan c6 5 ngay lam viéc thi chiing ta sé chia thanh cac ngay: 1, 2, 3, 4, 5...

Truc tung thé hién lwgng no lwc con lai can thiét dé hoan thanh tat ca cac cong
viéc. Gia tri nay dwoc l1ay tr Sprint Backlog.

Cap nhat Sprint Burndown

Hang ngay, Nhom Phat trién tinh lwgng no lwc con lai va cap nhéat vao Sprint
Burndown.

Tong lugng no luc con lai theo titng ngay lan lwgt 1a 71, 58, 45

Puong co sé cia Sprint Burndown

Trong biéu d6 Sprint Burndown, chiing ta c6 mot duong co s dugc ndi tir diém
khai dau cho dén diém mong mudn dat duwgc khi két thiic Sprint. Ttc 1a, trong
trieong hop ly twdng nhat, téc do san xuat ciia nhém luén 6n dinh va lwgng no
lvc cong viéc con lai sau titng ngay sé giam dan déu trong sudt Sprint, dat dwgc



gia tri mong muodn vao ding ngay cudi cung.

Néu duwong do thi thue té nam & phia trén ctia dwong co s@ c6 nghia la toc do san
xudt cia nhom dang khong dat nhw ky vong. Nhom can xem xét va phan tich dé

tim ra nguyén nhan, cé nhitng diéu chinh néu thyc sy can thiét dé tang nang suat
ctia nhém. Bai vi néu tiép tuc nhw vay thi dén cudi Sprint nhom sé khong thé dat
dwoc muc tiéu.

Trong truong hop thuan 1gi, tdc do san xudt nhém cao hon wdc tinh, dwong do
thi thuc té sé nam phia dudi cua dwong do thi co sé. Piéu nay c6 nghia la chiing
ta sé dat dwgc muc tiéu, hoan thanh tat ca cac céng viéc sém hon wdc tinh.

Thuong thi viéc nay khong gay ra tac hai gi vdi Sprint hién tai. Nhung néu sy
chénh léch la kha 16n va xay ra nhiéu thi nhém can chi y hon dén viéc lap ké
hoach. Béi vi nhitng yéu t6 c6 thé gay ra hién twong nay do la viéc wdc tinh no
lyc danh cho cac cong viéc hodc wéc tinh kha nang ciia nhém dang qua sai léch
so vOi thuec té.

Cong cu vé Sprint Burndown

Trong thyc té, ban rat dé dang dé sir dung cac cong cu dién tir dé vé biéu do
Sprint Burndown, ttr bang tinh cho dén tinh nang ctia cac cong cu quan li
Backlog.

Tuy nhién, nhiéu nhém thich ty tay vé ra va treo ngay canh Sprint Backlog trong
khu viyrc nhém lam viéc. Cach lam nay giup gia tang tinh tryc quan, va tang khi
thé lam viéc cho nhém.

BIEU PO RELEASE BURNDOWN

Biéu do Release Burndown dugc Product Owner stt dung dé theo doi tién do cua
san pham. Puong biéu do thé hién tong lwong nod lwc con lai can thuc hién dé dat
dwgc muc tiéu Phat hanh San pham. Néu c6 nhitng biéu hién khong tot vé mat



tién do phat trién san pham thi Product Owner va nhitng thanh vién khac cé thé
dwa ra nhitng diéu chinh sém va cha dong dé dat duwgc mot két qua tot va hop ly
nhat vé mat san pham.

Cach vé Biéu do Release Burndown

Biéu do Release Burndown gom 2 truc.

Truc hoanh thé hién thoi gian thong qua cac Sprint lién tiép nhau. Chang han,
chung ta st dung ngay bat dau cta Sprint dé danh dau lan Iwgt cac Sprint.

Truc tung thé hién lwgng no luwc con lai cho dén khi dat duge muc tiéu.
Duy tri Bieu do Release Burndown

Sau moi Sprint, Product Owner tinh lai tong lwgng no lwc con lai dé dat dwoc
muc tiéu Phat hanh, gia tri nay dwoc thé hién trén biéu do Release Burndown.

Tong lwgng no luc con lai lan lwgt sau moi Sprint 1a: 90, 77, 62

Puong co sé cia Biéu do Release Burndown

Trén Biéu do Release Burndown nay ching ta c6 thé vé mot duong co sé thé
hién m6i quan hé giita 3 yéu t6 la tong lwgng no lyc wdc tinh ban dau, toc do cua
Nhom Phat trién va ngay phat hanh dy kién.

Chang han, trong treong hgp nay thi tong lwgng no lwc wde tinh ban dau 1a 90

diém, toc do cia Nhom Phat trién la 15 va ngay phat hanh la sau khi két thic
Sprint thi 6.

Cham tién do so véi du kién



Néu Nhom Phat trién khong hoan thanh t6t cac muc tiéu Sprint, dan dén mot
lrong nod lwe khong dwoc hoan thanh theo nhw du kién. Cé nghia 1a, néu tiép tuc
v6i toc d6 nhu vay, nhém sé kho hoan thanh duwgc phién ban phat hanh theo nhw
ké hoach ban dau.

Trong tredng hgp nay, viéc dwa ra cac diéu chinh la can thiét. Chiing ta can phai
xem xét 3 yéu t6 la toc do san xuat cia Nhoém Phat trién, cac tinh nang mong
muon cua san pham va ngay phat hanh.

Néu mudn gitt nguyén cac tinh nang mong mudn cta san pham va khong thay
doi ngay phat hanh thi can c6 cac diéu chinh doi véi Nhém Phat trién dé cai
thién toc do phat trién.

Vi dy, trong treong hgp nay, can c6 nhitng diéu chinh dé nang t6c do san xuat
1én 21 diém.

Néu mudn gilt nguyén tat ca cac tinh nang ctia san pham nhung lai khong tang
duwgc kha nang ctia Nhom Phat trién thi can phai xem xét 1ui ngay phat hanh. Vi
dy, trong trdng hgp nay sé can thém 2 Sprint nita dé hoan thanh hét tat ca cac
tinh nang cda san pham.

Néu muon phat hanh san pham ding ngay da dinh nhung cling khong tang dwoc
kha nang ctia Nhém Phat trién thi can phai xem xét loai bé b6t mét s6 hang muc
nham gidm bét lwgng cong viéc ma Nhom Phat trién can thyc hién. Chang han,
trong treong hgp nay can loai bo 22 diém khoi Product Backlog.

Cong cu vé Biéu do Release Burndown

Trong thuc té, tinh nang theo doi tién do san pham thong qua Biéu dé6 Burndown
déu dugc ho trg & hau hét cac cong cu quan li backlog, chang han nhw JIRA,
Assembla, Backlog, Pivotal Tracker hay st dung Excel va nhiéu cong cu khac.

Tuy nhién, Product Owner ciing c6 thé ty thiét ké mot Biéu do Release
Burndown vat ly dé nang cao tinh triwc quan va dé dang tuy chinh theo y mu6n.



CAU HOI UNG DUNG

1. Khi Nhom Phat trién nhan thay can b6 sung thém mot hang muc vao Product
Backlog ho phdi lam gi? Tai sao?

2. Sprint chay dwoc 1 ngay thi Product Owner nhan thdy can phai hoan thanh
s6m mot hang muc c6 gia tri nao do chi ta gan ludn vao Sprint Backlog, vé6i
cuong vi ScrumMaster ban sé lam gi?

3. Tai sao Nhom phat trién wdc tinh nod luc can thiét dé hoan thanh cac hang muc
trong Sprint Backlog?

4. Nhitng gia tri cta biéu do Sprint Burndown la gi?
5. Bau la moi lién hé gitta Product Backlog va Sprint Backlog?
6. Két thiic mot Sprint thi tao tdc nao noéi Ién sy thanh cong cua Sprint? Tai sao?

7. Cac hang muc trong Product Backlog dwgc sap xép wu tién nhw thé nao? Ai c6
quyeén cao nhat trong viéc dé6?

8. Ban giai thich vGi mot dong nghiép nhu thé nao khi anh ta néi: Product Owner
la nguwoi quan i Product Backlog nén sé la nguoi wéc tinh cac hang muc trong
do?

9. Ban tuw van cong cu nao lam Product Backlog va Sprint Backlog cho mot
Nhom Scrum trong mot Startup cung lam viéc ¢ mot van phong? Tai sao?

10. Pau la nhitng nguyén nhan c6 thé khién mot Nhém Phét trién gap kho khan
trong viéc xac dinh hang muc nao dé cua Product Backlog da hoan thanh hay
chua?



6SCRUM TRONG TO CHUC

Trong chvong nay...

* Cac van deé khi dwa Scrum vao t6 chirc

» Cac tinh huéng 4p dung Scrum

* Quan tri dv an linh hoat v&i Scrum

» Cac khia canh van hoa can quan tam

* Lo trinh ap dung Scrum

* Nhan dién va vugt qua nhitng tré ngai

* Quan li sy thay doi

Scrum dé hiéu, nhirng kho tinh thong.

Ken Schwaber

CAC VAN BE TO CHUC CAN LUU TAM

Khi ban quyét dinh mang Scrum vé t6 chitc cia minh, ban sé phai giai quyét mot
loat cac van dé dé t6 chitc ctia ban don nhan Scrum thanh cong va gat hai nhitng
lgi ich do Scrum mang lai. Nhitng van dé n6i com c6 thé dé dang nhin ra nhu:
thay doi cac vai tro cong viéc cua ca nhan va phong ban hién cd, thay doi cach
thitc danh gia két qua, va vé lai 19 trinh nghé nghiép cho hang loat vi tri cii va
mai.

Scrum sé xung d6t vai tro\td chitc: ban c6 thé sé phai dinh nghia lai cong viéc
cta quan tri dy an do cach thitc quan tri du an da thay doi, sap xép lai chitc nang
va nhiém vu cta nhitng phong ban chitc nang dé t6 chitc nhitng nhém Scrum
lién chitc nang, nhitng phong ban truyén thong nhw phong dam béao chat lvgng,

cac phong kiém thit, phong thiét ké..., c6 thé sé bién mat khoi co cau to chic,
hodc sé phai dinh vi lai chitc nang va nhiém vu.



Song song vGi viéc thay doi cac vi tri, phong ban, t6 chitc cta ban ciing sé phai
thay doi lai cach thirc danh gia hiéu suat, dinh nghia lai sy thanh cong dé vira
dam bao ca nhan van no lyc, nhwng lai khuyén khich tinh than hgp tac; vira danh
gia dung gia tri cua ca nhan, lai vira danh gia thanh tich dwa trén sy chung sttc
trong tap thé. Pay vira la van dé ki thuat, nhwng cling la van dé mang tinh gia tri
quan can s thay doi sau sac trong tw duy cua lanh dao.

Khi dwa Scrum vao, hang loat vai tro m@i phat sinh nhw ScrumMaster, Product
Owner, Agile Coach, Scrum Coach, va nhitng cong viéc cua tirng thanh vién
trong doi phat trién sé thay vé chat. Biéu nay doi héi bo phan quan li nhan sy va
lanh dao phai quy hoach lai 16 trinh chuyén nghiép, hé thong mo ta nghiép vu va
nhitng chinh sach di kém dé phat trién d6i ngii vitng manh dap tng nhiém vu
theo cach lam m&i ma Scrum mang lai. Khong chu trong t6i yéu nay thi nhitng
cach ap dung Scrum chi mang tinh bé mat, thiéu bén virng va kho long gat dugc
thanh cong lau dai.

Cudi cung, viéc du nhap mot cach lam méi, mét cong cu méi hay mot cong nghé
mai vé ban chat la mot sy thay doi, lanh dao cong ty sé phai 1ap ké hoach quan li
sy thay doi dé dam bao sy du nhap Scrum thanh cong, virgt qua nhitng tré ngai
va phan do6i dé c6 nhitng tha doi can ban, cam ré lau bén vao van hoéa ctia cong
ty.

CAC TINH HUONG VA MUC PO SU DUNG SCRUM

O mitc do thap nhét, Scrum dwgc ding v6i muc dich thi diém. Khi doanh nghiép
chwa san sang dé dung Scrum cho cac dy an quan trong, thi mo hinh nay to ra
phu hgp. Theo d6 Nhém Scrum duwgc 1ap ra va thie hién mot nhiém vu (that
hodc gia 1ap) ngan han chirng vai Sprint dé kiém tra xem Scrum c6 phu hop vé6i
doanh nghiép minh khéng, doi ngii c6 dé dang lam cht Scrum khong, va cé
nhitng van dé phat sinh nao. Nhiéu doanh nghiép chon budc thi diém la budc
khai dau truede khi ap dung dong loat Scrum cho t6 chic.

Mittc do pho bién nhat la cac doanh nghiép st dung Scrum nhw 1a mot khuon kho
m&i cho quan tri dy an. Theo do, tuy theo tinh trong yéu ma mot s6 du an sé
dwgc t6 chitc dwdi dang Scrum. Pay 1a hinh thitc dau tw ngan han, thu lgi nhanh,
phu hgp véi cac cong viéc thoi vu hodc do doanh nghiép chwa cé chién lwogc st



dung Scrum lau dai.

Mittc do cao hon ctia viéc van dung Scrum la dung n6 lam quy trinh tiéu chuan
dé san xuat phan mém. Trong tredng hop nay toan bo doi ngii san xuat dugc to
chitc dwdi dang cac nhém Scrum, néu san pham 1én hon sé ap dung nhitng cach
van dung Scrum 6 16n (tham khao Chwong 9) dé t6 chitc san xuat. Day la cach
lam doi hoi chién dai, dau tw bai ban cho con nguoi, 10 trinh nghé nghiép, ha
tang cong nghé va co sé vat chat di kem.

Trong treong hgp bén trén, Scrum van chi déng vai tro thu hep trong doi ngt
phat trién san pham. Truong hgp st dung Scrum véi pham vi 16n hon 1a khi toan
b6 t6 chite tao 1ap dugc van hoa Scrum dé cung hoat dong. To chitc sé 1ay cac
gia tri Scrum lam gia tri ctia van hoa cong ty, cac lanh dao s€ van dung tu duy
Agile va cac quy trinh Srcum cho céc linh virc van hanh, phat trién san pham, va
dich vu. Thong thwdong, cac nhé hon (nhu cac startup vai ngwoi dén vai chuc
ngwoi) cho dén nhitng cong ty sé dé dang van dung Scrum theo cach nay. Céac
doanh nghiép 16n hon sé doi hoi chién Iwge chuyén doi bai ban cung véi cac ké
hoach quan tri thay d6i dwong dai.

L0 trinh don gian dé dwa Scrum vao t6 chirc

= Dwng va Nghi
Du¢éi day la nhitng tré ngai thwong thay khi diing Scrum.
Nhom cia ban sé vrgt qua bang cach nao?

* Nhitng do twdng vé ménh lénh va kiém soat (command-and-con-trol), van nghi
rang cach lam viéc truyén thong la thit khong thé bo qua va van hiéu qua.

* Van gitt cac Ié thdi cdi, vi du: khoac 1én Quan tri Dy 4n cai a0 ScrumMaster,
trong khi van lam y nguyén nhu cii; hop hdng ngay, nhung thanh vién bao cao
cho ScrumMaster, v.v..

* Tinh “hién nhién“ ctia ScrumBut (Scrum nhwng ma...), véi li do 1a “Scrum kia
la cta nguwoi ta, dén day thi phai thay doi cho phu hgp”, ma quén mat rang khi da
lam ScrumBut ngay tir dau thi titc la d6i nhém chwa tirng hoc duge Scrum dé
lam viéc.



* Trong chd phép mau nao do: Cong ty cé qua nhiéu van dé, Scrum sé mang lai
liéu thudc chira tri bach bénh. Sy that 1a khong c6 liéu thudc nao nhu thé, ké ca
Scrum.

¢ Thiéu sy minh bach: lam Scrum nhwng thong tin vé dy an, vé khach hang, vé
yéu cau khong minh bach, dan dén khong thé dam bao dwoc ba tru cot cta
Scrum, can tré nhém Scrum ty t6 chitc dat dwgc két qua tot.

* “Quan tinh Waterfall”, khi ta néi quan tinh xa hoi, tirc 1a mot thir da ton tai 1au
(van hoa cong ty), nd sé can tré nhitng cai mai.

* Cac bo phan hoan toan ditng ngoai (HR, QA, PMO, ...)

QUAN TRI DU AN LINH HOAT VOI SCRUM

Nhu trén da noéi, quan tri dy an la mot trong cac tinh huéng pho bién nhat khi
mot doanh nghiép bat dau van dung Scrum. Loi ich cta cach lam nay la han ché
su anh huwdng qua 16n t6i co cau to chitc va van hoa cong ty trong khi van dat
duwgc nhitng 1gi ich ma Scrum mang lai nhw kha nang chuyén giao nhanh chéng,
thich *ng nhanh, cai tién lién tuc quy trinh lam viéc va dam bao chat lwong cao.

Viéc van dung Scrum vao quan tri du an c6 thé dugc tién hanh kha thuan 1gi véi
viéc dinh nghia lai cac vai tro trong nhom du an va chuyén doi quy trinh dv an
sang cac Sprint. Diéu can lwu tam nhat c6 1€ 1a nam & viéc dinh nghia lai vai tro
cta nha quan tri du 4an. Nhiéu nguoi nham lan vai tro ctia ScrumMaster véi
Project Manager, va goi ScrumMaster la mot “project manager” kiéu méi. Thuc
té khac han. Cong viéc ctia Project Manager truyén thong da duwgc phan bo lai
cho céc vai tro cia mot Nhom Scrum dé nhom ty quan li 1ay cong viéc ctia minh.
Do vay doi v6i cac cong viéc dugce dinh nghia trong Scrum can dam béo, tranh
ScrumBut. Nguwdi Project Manager hién c6 ctia nhém c6 thé déng vai tro méi
(Product Owner hodc ScrumMaster) nhwng khong duwgc viegt qua cac quy tac ma
Scrum da thiét 1ap.

Bén canh viéc dinh nghia lai quy trinh va cac vai tro, quan tri dya an linh hoat
(hodc ScrumMaster) can thiét 1ap dugc mét hé thong bao cao (dung cac cong cu
Backlog hodc Project Dashboard) phu hgp dé lu6n dam bao théng tin minh bach
d6i vGi cac cdp quan li va cac bén lién quan. Trong kha nang c6 thé, nhém du an
can tan dung t6i da sy tham gia ctia khach hang, lanh dao va cac bén lién quan dé
thac day dv an tién 1én.



Doi véi cac dy an lan dau duge dung Scrum, khau dao tao ki nang la rat quan
trong. Thue chat hang loat ki nang quan trong dé van hanh cach lam md&i c6 thé
con qua la lIam vdéi cac thanh vién trong nhém. D6i véi thanh vién Nhom Phat
trién, hang loat ki nang c6 thé la mdi tinh: giao tiép v6i dong nghiép, hop tich
cue va hiéu qud, néu van deé ré rang va ki thuat giai quyét van dé c6 hé thong, tw
rat kinh nghiém va déng goép trong cac phién cdi tién lién tuc, ki nang ty thanh
tra va tw 1ap ké hoach ca nhan. Boi vdi Product Owner, c6 thé viéc phai bao tri
Product-Backlog la cong viéc rat la 1am, vi “ngay xwa, chi lam yéu cau mot lan
la xong”. B6i v6i ScrumMaster, viéc thdo g& kho khan cho nhém, hoac phai
“dirng ngoai lé thic day chit khong can thiép tho bao doi véi cong viéc cta
Nhom Phat trién” 1a mot nhiém vu khé khan. Do vay, cong tac dao tao ban dau,
hoc tap lién tuc trong cong viéc va rdt kinh nghiém, cung vai sw hoc héi tir cac
nguon bén ngoai la cuc ki quan trong. Nhiéu nhom that bai vi khong thé hoc héi
dwgc cach lam méi, trong khi qua nén néng mong cho két qua tie thi khi ap
dung Scrum. D6 la diéu can hét sitc canh giac dé tranh vap phai.

Diéu cudi cung can Iwu y, dac biét doi vdi cac dy an dai hoi nam trong mot to
chitc 16n da c6 tham nién st dung phwong phap quan tri dv an truyén thong la
can tGi nhitng budc chuyén doéi phu hgp. Mot trong s6 dé 1a viéc phan loai cac
Sprint thanh ra nhitng Sprint c6 muc tiéu khac nhau nhw Sprint dé lam ban mau,
Sprint dé lam yéu cau, Sprint dé phan tich va thiét ké, Sprint dé trién khai va
Sprint dé 6n dinh hoa. Pay c6 thé la cach lam gitip t6 chitc loai bo dwgc nhitng
kho khan qua 16n khi phai chuyén tr hinh thitc truyén thong sang véi mot cach
thitc méi. Khi doi nhém quen véi Scrum r6i thi viéc loai bé viéc phan loai Sprint
kia sé dén mot cach tw nhién.

Nhan dién va virgt qua cac tré lyc tir yéu to van hoa

MGt trong nhitng lo ngai rat pho bién ¢ nhitng noi chuan bi du nhap Scrum la lo
ngai nhitng ddc thu van hoa ban dia sé khong phu hgp véi van hoa lam viéc cua
Scrum von danh gia cao gia tri tw chu, lam viéc nhom, hwéng dén khach hang va
san sang thay doi dé thich nghi.

Chung ta c6 thé van dung mo hinh do Tién si Hofstede dé xuat dé hiéu thém veé
dac thu van hoa quoc gia va c6 cach dé vuegt qua nhitng tré ngai thuéc pham tru
van hod. Tat nhién m6 hinh nay that kh6 ma day da, nhung trong chirtng myc nao
do6, no hitu ich dé viéc du nhap Scrum vao mot té6 chirc méi thuan lgi hon.

Ban c6 thé truy xuat thong tin vé mirc do cua cac yéu té van hoa theo khung



Hofstede trén trang web: https://geert-hofstede. com/countries.html

“Nguoi Nhat khong phu hgp véi Scrum”

Chiing t6i nghe cdu nay ttr nhiéu dong nghiép nguoi Nhdt Ban. That ki la, nhitng
tw duy nguyén thuy cua Agile, Scrum chiju sw dnh huéng rdt I6n cua tw duy tinh
gon (Lean Thinking), nhung Agile lai khong nhanh lan tod ¢ d6. Ban hdy nhin
vao nhirng biéu do vé cdc chi s6 trong mé hinh Hofstede so sanh bon nwéc: Nhat
Ban, Viét Nam, Mi va Thuy Dién — noi Agile rdt dé dugc chdp nhdn, va tw minh
rut ra nhdn xet.

= Dwng va Nghi

Trong mot hgi thao Agile nam 2009, chuyén gia Jean Tabaka co liét ke 12
nguyén nhan hang dau dan dén that bai trong viéc ap dung Agile nhu duéi
day. Ban c6 ké hoach nao dé tranh nhitng diéu nay?

Top 12 nguyén nhan that bai trong viéc ap dung Scrum

1. St dung khong hiéu qua hoat dong cai tién

2. Khong c6 kha nang 16i kéo tat ca moi ngudi cung tham gia vao 1ap ké hoach 3.
Khong chi y tdi co s6 ha tang can thiét

4. ScrumMaster t6i

5. Product Owner khong gitt duge s nhat quan

6. That bai trong viéc thiic day hoat dong kiém thir

7. Khoi phuc lai khuén mau truede day

8. Chi quan tam t6i “cam két s6 sach” tir phia quan li diéu hanh

9. Nhom thiéu tham quyén va kha nang ra quyét dinh



10. Khong c6 ngwoi chiu trach nhiém truyén dat khi tién hanh lam viéc phan tan
11. Vian héa cua t6 chitc khong ho trg viéc hoc tap

12. Tt ch6i chap nhan mét cach gay gat
Jean Tabaka

QUAN Li SU THAY POI

Thay doi cung cach lam viéc 1a mét thay do6i can co, doi héi sy Ivu tam cta lanh
dao. Pham vi ap dung cang 16n thi viéc quén 1i thay d6i cang quan trong. Chiing
ta c6 thé van dung mé hinh quan tri sy thay doi cia John Kotter dé quan 1i sw
thay doi khi tiép nhan Scrum vao t6 chitc. Ban can c6 mét ké hoach thay doi chu
toan, trién khai va giam sat, danh gia lién tuc va thich nghi dé hwéng téi muc tiéu
dinh truéc. Mot ké hoach thay doi cé thé dugc t6 chitc dwdi dang dw an gom mot
Nhom Scrum, vGi “Phan tang tredng” chinh la nhitng thay doi ban muén c6 &
trong to chic.

Tang bang troi Scrum

Nhitng ki thuat, phwong phap, cong cu dugce st dung trong Scrum chi la phan
noi ctia van hoa Scrum.

Bén duéi do la cac gia tri van hoa cia mot nhém Scrum hiéu qud, nhitng nang
lyc cua tirng ca nhan trong linh vire ctia minh trong nhém Scrum va rong hon la
trong to chic.

Chi cham lo cho ki thuat va phwong phap ma khong tinh t&i phan tw duy, nhitng
thay doi trong cach nghi va hanh vi va nang luc, thi kho long dat dugc van hoa
Scrum ¢ mc do cao.

TO CHUC VIEC HQC TAP SCRUM

Khong thé thanh cong véi viéc van dung Scrum ma thiéu viéc lru tam ding mitc



t@i viéc hoc tap & cac cap. Ké ca ¢ pham vi hep nhat, véi muc dich 1a hoc hoi, la
viéc Thi diém Scrum ciing doi héi nhitng no lwc hoc tap nghiém tdc. Viéc hoc
héi Scrum va nhitng tri thitc lién quan c6 thé dwgc t6 chitc dwdi dang cac du an
hoc tap ngan hodc dai han, tuy quy moé va pham vi. Trong dé6 ghi rd muc tiéu
(hoc gi), va cach thitc dat dwgc muc tiéu dé (hoc thé nao). Ban c6 nhiéu lwa chon
dé hoc Scrum, tir doc sach, xem cac bai giang trén YouTube, tGi viéc tham gia
cac khoa hoc tap trung hodc cac khoa hoc online vé Scrum. Ngoai ra, ban c6 thé
can nhac mai cac nha dao tao, huan luyén vién Scrum chuyén nghiép bén ngoai
vé dé kem cdp doi ngii dé gia toc qua trinh hoc héi va van dung Scrum tai cong
ty. Néu cong ty da c6 san nhitng chuyén gia ndi bo, viéc t6 chitc hoc tap dudi
dang cac seminar/workshop két hgp v&i kém cdp trong cong viéc (on-job-
training) 1a mot Iwa chon rét t6t dé thiic day hoc héi. O quy md 16n hon, ban cé
thé c6 nhitng chwong trinh hoc tap dién rong, véi nhiéu hoat dong da dang hon.

Can lwu y viéc thanh thuc mot ki nang nao doé luon can thoi gian, tranh dot chay
giai doan. Ban can phai trai qua cac buéc hoc héi, bat chwdc, tride khi c6 thé tw
minh xoay s@ va gidi quyét cac van dé (theo tirng budc: lam tho, lam tinh hon,
roi tién dén thanh thao). Do vay, viéc tranh ScrumBut khong don thuan la van dé
lam Scrum ding sach, ma con la van deé linh hdi va rén luyén ki nang can ban
treéc khi diéu chinh. Khong chi cac nha huan luyén Scrum néi diéu nay, cac
huan luyén vién thé thao hay cac nha gido chuyén nghiép ciing thdm nhuan cac
quy tac hoc tap nay.

Tuy tirng mitc do va diéu kién ma mot t6 chirc c6 thé cé cac chién lwgce va chién
thuat khac nhau doi vé6i viéc hoc tap Scrum néi riéng va hoc tap noéi chung.
Nhuwng can Iwu y, hoc tap va quan tri tri thivc (ca tiém an trong cac ca nhan dudi
dang ki nang, know-how, hay twong minh duwdi dang van ban, quy trinh...) ngay
cang tr@ nén quan trong, va trd thanh dong lwc méi caa t6 chirc. Do vay viéc
quan tam tdi xay dung mot T6 chitc Hoc tap khong con la chua dé la lam véi
nhiéu cong ty hién dai. Cac cong ty c6 thé gay dung t6 chirc hoc tap theo tirng
cap do twr hep t6i 16n. Tiép can tir duwdi 1én, cong ty cé thé khuyén khich va twéng
thwdng nhitng no lwe hoc tap chu dong tir phia ca nhan thong qua cac chwrong
trinh hoc tap tap trung hodc hoc tryc tuyén vdi chi phi hgp li. Mitc do tiép theo,
cong ty chu dong dwa viéc hoc tap vao trong quy trinh lam viéc. Diéu nay dé
dang thuc hién khi van dung Scrum do cac hoat dong retrospective hay kaizen vé
ban chat la viéc hoc tap nhom dwgc nhing trong cong viéc. To chitc cac khong
gian chia sé kién thitc, thic day nghién cttu va nang cao trinh do véGi cac cong
dong thyc hanh (community of practices) hay cac nhém cuing s@ thich (interest
groups). Budc tiép theo la 1ap cac doi ngii chuyén biét trong viéc tong hgp céc tri



thitc tir bén trong hay bén ngoai t6 chirc dé thic day doi mdéi mot cach cé hé
thong va chu dich. Cé thé can nhac tGi viéc thiét 1ap mot hé thong quan tri tri
thitc & mitc cong ty va duy tri 1au dai. Cudi cung, lanh dao c6 thé c6 mot chién
lwge nhat quan cho viéc 1ay tri thitc 1am trong tam trong hoc thuyét quan tri caa
cong ty, va hwéng sy quan tri & cac cap sang hinh thitc quan tri dya vao tri thirc
(knowledge-based management) nham bién tri thitc va su hoc héi tré thanh dong
lwe phat trién quan trong cua t6 chitc.

= Dwng va Nghi

Lam thé nao dé ca nhém van hoc héi trong khi phai hoan thanh céng viéc
dugc uy nhiém?

CAU HOI UNG DUNG
1. Tai sao t6 chitc ctia ban can phai thay doi? Néu khong thay doi thi sao?
2. T6 chitc cta ban dwgc gi khi ap dung Scrum?

3. Liét ké nhitng thuan lgi khi t6 chitc ctia ban ap dung Scrum vé mat van héa,
co cau t6 chirc, con ngudi, sy ung ho caa lanh dao, v.v.?

4. Liét ké nhitng kho khan khi ban dwa Scrum vao t6 chitc cia minh vé mat van
héa, co cau t6 chitc, con ngwdi, s ing ho cta lanh dao, v.v.?

5. Nhitng ai nén tham gia nhém tién phong tao su thay doi trong cong ty ban néu
ap dung Scrum?

6. Ban sé bat dau tir dau dé dwa Scrum vao t6 chitc ctia minh?

7. Cac quan li sé c6 thay doi cong viéc nhw thé nao néu nhw té chitc caa ban ap
dung Scrum?

8. Can 4p dung nhitng phuong thitc dao tao, huan luyén gi cho thanh vién cua
nhom/cong ty cua ban khi ap dung Scrum?

9. Binh nghia Hoan thanh nén nhw thé nao dé dam bao tiéu chuan chat lwvgng ctia
t6 chirc caa ban?

10. C6 nén thay doi hé thong cong cu trong t6 chitc dé dam bao thong tin minh



bach néu t6 chitc caa ban ap dung Scrum? Viéc thay doi nén nhuw thé nao?



7KI THUAT AGILE

Trong chvong nay...

* Quan li yéu cau ngwoi dung linh hoat véi User Story

 Udc tinh va 1ap ké hoach linh hoat

* Phat trién hwéng kiém thit (TDD)

* Phét trién hwéng hanh vi (BDD)

* Phat trién hwéng kiém thit chdp nhan (ATDD)

* Tai cau trdc ma nguoén

* Lap trinh cap

« Hé thong tich hop lién tuc

« Thiét ké ban mau

* Tu duy thiét ké

Ban bo 16 100% co hoéi ghi ban tir nhitng ct danh chuva danh.

Wayne Gretzky - Cau thu khiic c¢on cau trén bang Scrum duwgc thiét ké nhw mot
khung tong thé cho cong viéc phat trién san pham. Dé Scrum di vao hién thuc,
no6 luén can phai dwgc cu thé hoa cho titng nhom, tirng boi canh riéng. Cac
chwong 2, 3, 4, 5 da tim hiéu ki cac thanh phan cia Scrum, ban cach hién thyc
hoa tirng phan dé mot nhom c6 thé dwa Scrum vao cong viéc phat trién san pham
ctia minh. Tuy nhién sé that thiéu s6t néu chiing ta khong dé cap nhirng ki thuat
thwong duge cac nhém Scrum “cam thém” vao khung Scrum dé ra dugc “cong
nghé san xuat” thye sy ctia minh. Qua trinh phat trién lau dai hon hai thap ki ctaa
cac phwong phap Agile da dé lai cho cac nhém ngay nay hang loat ki thuat hitu
dung trong tat ca cac khau, ttr thu thap va quan li yéu cau ngwoi dung, 1ap trinh,
phan tich, thiét ké cho dén trai nghiém ngudi dung va ty dong hoa. Chuwong nay

chi gidi thiéu diém mot so ki thuat. Mot s6 phan c6 thé van dung dwoc ngay, so
khac sé doi hoi ban phai nghién cttu thém dé van dung. Khi ban bat dau véi



Scrum, diéu quan tam dau tién la t6 chitc lai cong viéc. Khi ban bat dau quan
tam dén cac ki thuat nang cao hon, la lic ban da 1én mot tam cao mdi trong nang
lyc van dung Agile.

QUAN Li YEU CAU NGUOI DUNG VOI USER STORY

Cac hang muc Product Backlog mo6 ta yéu cau san pham, Scrum khong quy dinh
cu thé ki thuat cling nhw hinh thitc dé thé hién cac yéu cau nay, tuy nhién trong
thure té thi ki thuat dwgc st dung pho bién hién nay la User Story.

User Story la mot ban tém tat nhu cau nguwoi dung. Thong thuong, User Story do
khach hang, hodc dai dién ctia khach hang, ngudi thwe sw hiéu nghiép vu va nam
bat dugc chinh xéac yéu cau ctia minh déi v6i nhém phat trién. User Story khong
don thuan la cong cu requirement, ma con la cong cu dé giao tiép, chat két dinh
va cai “phanh ham” trong phat trién. Scrum quy dinh Product Owner s@ hitu cac
story (thong qua product backlog), nhung d6 khong phai cong viéc chi rieng
Product Owner lam.

Nhiéu nhom dung Index Card dé viét User Story dé dé thao luan, nhiéu nhom
khac lai thich diing cac phan mém ho trg (thwong la cac cong cu tao lap
ProductBacklog, xem chwong 5) dé tao va quan li tap trung. Mgt User Story c6
thé dugc viét theo mau pho bién nhw sau: La <vai tro gi d6>, t6i mudn <lam gi
do> de <dat dwoc cai gi do> La khach hang, t6i mu6n xem danh sach san pham
mdi dé lva chon mua

La khach hang, t6i muén mua hang online

La quan li, t6i muon xem duwgc danh sach khiéu nai dé c6 thé phan hoi User
Story dugc wa chudng nho tinh ngan gon va st dung ngon ngit gan giii v4i nguoi
dung, khong phai la ban mo ta day du chi tiét caa tinh nang nguwdi dung, ma chu
yéu dong vai tro liét ké cac tinh nang dé. Viéc tim hiéu cu thé vé tinh nang nay
sé dwgc thye hién thong qua trao doi va thao luan gitta Nhoém Phat trién, Product
Owner va cac bén lién quan khac.

Do d6, diéu quan trong khong phai la viét ra cac User Story v6i day du chi tiét
ma la t6 chitc thao luan dé lam r6 chiing. Cé thé coi User Story nhw mot niva cta
viéc mo ta tinh nang nguwoi dung, day la ntta dwgc viét ra, con mot nira khac la



thao luan vé tinh nang do.

Lam r6 mot User Story
Thong thuwong, cé 2 cach dé chi tiét héa mot User Story.

Cach thit nhat 1a phan tach mot User Story thanh cac User Story khac nhé hon.

Ai la nguoi lam ra User Story?

Mac du Product Owner la ngudi quan li Product Backlog (va tat ca nhitng User
Story trong do), nhung khong c6 nghia la Product Owner la nguoi chiu trach
nhiém viét toan bo User Story. Thay vao do, trong trieong hgp ly twdng nhat,
nguoi dung thye sy ctia san pham sé viét User Story. Trong nhitng tredng hop
khac, Product Owner c6 thé dai dién cho nguwdi dung, nhwng phai ludn viét User
Story vdi vai tro cua nguoi dung, khong phai vdi vai tro cua Product Owner.
Trong tat ca cac treong hgp, cac thanh vién ctia Nhém Phat trién déu tham gia
vao viéc viét User Story.

Viét User Story khi nao?

Hoat dong nay dién ra trong sudt qua trinh phat trién du an, c6 nghia la bat c

lic nao cac thanh vién cling c6 thé thém vao cac User Story md&i. Tuy nhién, &
giai doan ban dau cua dy an, trwdc khi bat dau Sprint dau tién thi Nhém Scrum
can phai dam bao c6 mot Product Backlog trwedc khi bat tay vao san xuat.

Viéc nay thudng dugce tién hanh théng qua té chitc mot budi viét User Story. O
do, tat ca cac thanh vién déu tham gia tao ra cac User Story co ban, dua dé san
xudt trong mot thoi gian. Co6 thé c6 cac User Story 16n, ching sé dugce lam min
hon song song v&i qua trinh phat trién.

INVEST - cac tiéu chuan cho mgt user story tot

INVEST la mot tap cac tiéu chi hwéng dén viéc viét cac User Story tot. Cac tiéu



chi ciia INVEST bao gom: Independent — Poc 1ap: Han ché su phu thudc lan
nhau gitta cac User Story, nhd d6 ma c6 thé trién khai ching theo bat c thit tw
nao.

Negotiable — Pam phan dwoc: User Story khong phai 1a mot ban mo ta chi tiét
va chat ché mot tinh nang ctia san pham. Viéc nay can dat dugc thong qua su
cong tac.

Valuable — Pang gia: User Story can c6 gia tri doi véi ngudoi dung, khong phai
doi v6i nhitng ngwoi khac, nhw nha phat trién.

Estimable — Udc tinh dwgc: Khong can phai wdc tinh chinh x4c, nhwng can co
mot gia tri wéc tinh dé phuc vu cho viéc 1ap ké hoach.

Sized appropriately — Kich thwéc phu hgp: Nhitng User Story sap dugc dua
vao san xudt can co kich thuéc nhé, nhitng User Story chwa duwgc dwa vao san
xudt treéc mat cé thé co kich thwéce 16n hon.

Testable — Kiém thit dwg'c: Mot User Story dat dwoc tiéu chi kiém thi dwgc c6
nghia la n6é c6 da cac chi tiét can thiét dé hiéu ding va lam dung.

UOC TINH LINH HOAT

Uéc tinh linh hoat 1a mot ki thuat dwgc sit dung kha pho biét trong cac Nhém
Scrum dé phuc vu cho viéc 1ap ké hoach t6t hon. Viéc wéc tinh nay khong hwéng
dén muc dich dwa ra mot dy bao chinh xac vé cong sirc dé hoan thanh mot cong
viéc, chang han la 2 ngay hay 18 gio.

Thay vao do6, cAc Nhém Scrum st dung hinh thitc wéc tinh twong doi, bang cach
so sanh do 16n gitra cac hang muc véi nhau, chang han, néu hang muc A can 1
don vi cong sitc dé hoan thanh va doi véi hang muc B chiing ta can dau tw
khoang gap doi lwong no lwe danh cho hang muc A thi hang muc B sé c6 gia tri
wdc tinh 1a 2 don vi. Bon vi ¢ day co thé 1a thoi gian tuyét d6i hoac diém twong
doi.

Cac nhém Agile thanh thuc thich st dung don vi Diém Story (story point) dé xac
dinh do 16n cho cac User Story.

Choi Planning Poker dé wéc tinh no lyc



Udc tinh linh hoat thwdng dwoc thue hién bdi nhém, lam viéc dya trén sy dong
thuan va c6 gang dé moi thanh vién dwa ra suy nghi doc 1ap gitup nhom c6 céi
nhin da chiéu hon. St dung planning poker la m6t cach pho bién dé dat dugc
nhitng tiéu chi trén.

PLANNING POKER

Planning Poker 1a mot ki thuat rat hiéu qua dugc st dung pho bién dé thue hién
wdc tinh trong Agile. Planning Poker két hgp ca ba cach thitc wéc tinh 1a dya
trén y kién chuyén gia, so sanh twrong doi va chia nhé cac hang muc. Viéc wéc
tinh stt dung Planning Poker kha nhanh chéng va mang lai két qua dang tin cay.
Nhom Scrum c6 thé st dung Planning Poker dé wéc tinh cac hang muc Product
Backlog hodc cac hang muc cong viéc trong Sprint Backlog.

Pé thue hién ki thuat nay, can phai chuan bi cac bo bai Planning Poker du cho tat
ca cac thanh vién tham dy. Bo bai Planning Poker c6 nhiéu kiéu khac nhau, tuy
nhién thong thwong thi mét bé poker nay chita cac quan bai thudc day s6: 0, 1, 2,
3, 5, 8, 13, 20, 40, 100. Bay chinh la day s6 Fibonacci da dwgc diéu chinh mot
chut dé phu hgp véi viéc wdce tinh. Day s6 nay thé hién cac gia tri wéc tinh,
khong phu thudc vao don vi wéc tinh. Do do, ki thuat nay co thé sir dung dé wdéc
tinh v6i cac don vi khac nhau, chang han la diém twong do6i hoac gio 1y tuwéng.
Cac nhom c6 thé tu thiét ké bai cho minh hodc 1a mua céc loai ¢6 san trén thi
treong.

Uéc tinh véi Planning Poker

Ban thyc hién wéc tinh cho hang muc Product Backlog hodc hang muc Sprint
Backlog theo cac budc sau: * Buéc 1: Nhom xac dinh cac hang muc sé dugc véc
lwgng.

* Budc 2: Chon mot hang muc.
 Budc 3: Moi thanh vién sé ti xac dinh diém (point) twong tng vdi no lwc ma
nhom can bé ra dé hoan thanh hang muc d6 bang cach chon mot cay poker (quan

bai) c6 s6 tuwong ng. Up cay poker di chon xuéng trdc mit.

* Budc 4: Tat ca thanh vién cung l1at cay poker minh da chon lén.



* Budc 5: Néu ca nhom cung chon mat cay poker (cing s6 diém) thi viéc wéc
lwvgng cho hang muc d6 da xong. Ghi lai s6 diém ctia hang muc do.

* Budc 6: Néu c6 sy khac biét thi cac thanh vién ly giai lwa chon ctia minh.
Thong thwong thi chi ngwoi dua ra wéc lwgng thap nhat va cao nhat can giai
thich lya chon cua minh. Chu y nén gidi han thoi gian trinh bay la 1 phut cho
moi nguwdi. Sau dé6 moi ngwoi thire hién lai Bude 2 cho téi khi hét cac hang muc
can wdc tinh.

Mot Nhom Phadt trién dang wéc tinh véi Planning Poker Lwu y: M6i hang muc
chi nén gidi han wéc lwgng trong 3 1an. Téi lan thit 3 néu chwa dat dwoc sw dong
thudn nhom nén lay theo s6 dong hoac chon co ché khac dé khong ton qua nhiéu
thoi gian. Gia tri ¢ day la sy trao doi chit khong phai cac con s6. Khi can nhom
c6 thé moi thém chuyén gia tham du cung dé hoi y kién khi khong dat dugc sy
dong thuan. Hay nhé, cac con s6 d6 chi 1a UOC LUQNG ma thdi.

Cach wdc lwgng nay gitip cho moi thanh vién trong nhém dwa ra y kién mot cach
doc 1ap va tir d6 ho sé gitup nhau tim ra mot cach hiéu ding vé hang muc sé phai
lam.

PHAT TRIEN HUONG KIEM THU (TDD)

Doi véi viéc phat trién phan mém, néu ta dat dwoc chat lwgng ty than, chi phi
cho stta 16i va bdo tri sé giam dang ké. Néu ta khong quan tam tdi viéc dam bao
chat luvgng san pham tir sém, nhitng 16i ki thuat sé tich tu va trd thanh no ki thuat
(technical debt), va ai d6 sé phai trdA moén ng nay veé sau.

Cac 16i dugce phat hién cang sdm thi cang dé dé stra chita hon, cac 16i phat hién
cang mudn thi chi phi sita chita cang tang 1én. TDD la mét trong s6 cac lwa chon
pho bién dé dam bao 16i luén diwge sém phat hién va xur 1y.

Cam giac ban dau véi hau hét cac nhém Scrum khi nhin vao TDD la “ton thi
gig”, tuy nhién, khi nhin tir géc do dai han, thi cang dau tw cho cai ton thi gio
ban dau, cang tiét kiém vé sau. N6i cach khac “mudn nhanh, c phai tw ti”.



Theo S. Ambler

TDD (Test-Driven Development) la mot ki thuat dwoc gidi thiéu trong XP,
trong dé viéc viét cac bai kiém thir dugce thye hién tride khi bat tay vao viét ma
nguon. Cac vong phat trién (bao gom viéc viét cac bai kiém thir va ma nguon)
dwgc lap di lap lai trong khoang thoi gian twong doi ngan.

Ki thuat TDD dugc st dung rong rai bai vi né gitip nhém nang cao chat lwgng tw
than cua san pham, giam thiéu cac 16i c6 thé c6 ngay tir giai doan dau, gia tang
do tin cdy, tinh linh hoat va kha nang mé rong. Ngoai ra, c6 mot so nghién cttu
da chi ra rang cac nhém st dung TDD thwong nang cao dugc nang suat ctia minh
so vOi trede do.

Cac budc trong TDD

M6 hinh hoat dong caa TDD thwong duwgc mo ta bang thuat ngir “Red — Green —

Refactor” nham thé hién cac buéc thye hién:
Pinh dang ctiia mot bai kiem thi

MGt bai kiém thtr thwong c6 dinh dang nhu sau:
Given

MG ta mot trang thai hay diéu kién ctia hé thong
Vi du: M6t danh sach cac san pham

When

Mo ta mot hanh dong hodc sy kién xdy ra

Vi du: Bam vao niit SAP XEP THEO GIA
Then

MG ta két qua dat dugc

Vi du: Danh sach san pham dwgc sap xép theo gia



TAI CAU TRUC MA NGUON (CODE REFACTORING)

Tai cdu tric ma nguon la mot ki thuat diéu chinh va cai tién ma nguon hién c6 dé
lam cho n6 t6t hon nhwng khong thay doi hanh vi ctia né do6i véi bén ngoai. Tai
cdu tric ma nguén la mot phan co hitu cia TDD. Nhwng ban than Tai cau tric
ma nguon ciing c6 thé 1a mot phan tach biét ma mot nhém khong thuye hanh
TDD c6 thé st dung.

Khai niém “t6t” ¢ day dugc hiéu gidi han la dé bao tri va dé md rong.

Deé bao tri

Ma ngu6n dé béo tri c6 dic diém la dé doc, dé hiéu va dé nam bat dwoc y do cta
nguoi viét ra nd. Co thé lam diéu nay bang nhiéu cach, chang han nhu tach
nhitng doan ma 16n thanh nhitng kh6i ma nho hon véi mét muc dich cu thé, rd
rang, dat tén hgp ly, sdp x€p lai cac phwong thitc vé ding cho ctia nd, loai bo
nhitng ghi chd gay ra hiéu lam...

Dé mé rong

Ma nguon dé mé rong nghia la c6 kha nang thém cac tinh nang méi mot cach
thuan lgi. Chiing ta thuong dat dwoc viéc nay bang cach ap dung cac mau thiét
ké phu hgp.

Mot so ki thuat tai cau tric

* Tritu twgng héa (Abstraction)

- Bao géi cac truong

- Dung kiéu khai quat (generic)

- Thay thé type-checking bang State/ Strategy

- Thay thé cac diéu kién bang da hinh

e Phan tach ma

- Tach mot phwong thiee 16n thanh nhitng don vi nho hon c6 thé tai st dung
dugc, véi mot nhiém vu don, ro rang, dé giao tiép.



- Tach 16p, di chuyén mot phan ma nguén sang 16p méi
» Cai tién tén goi va vi tri dat cac doan ma

- Chuyén phuong thitc hodc treong sang vi tri phu hgp hon & trong mot file hoac
file khac - Dai tén phwong thitc hodc trrong dé thé hién tot hon muc dich caa
phuong thivc hodc tredong dé - Bay 1én 16p cap trén hodc 16p cha (trong - Lap
trinh Hwéng D6i twong) - Pay xudng 16p cdp dudi hodc 16p con (trong Lap trinh
Huéng Doi twgng) Thiét ke tién hoa

Cach tiép can thiét ké tién hdéa khac vdi cach lam truyén thong. Trwdce day, tredce
khi bat tay vao viét ma nguon, thong thudng cac nhoém da xay dung san mot thiét
ké hoan thién, kha chi tiét vé hé thong ciing nhw cac tinh nang cia n6. Mot thiét
ké nhw vay rat kho dé chap nhan cac thay doéi c6 thé xay ra trong twong lai.

Thiét ké tién hoa (do6i khi ta goi 1a thiét ké don gian - simple design) tirc 1a xay
dung mot ban thiét ké véi dinh hwdng san sang chap nhan cac thay doi xay ra.
Thiét ké tién hoa khong c6 muc dich xay dung mét ban thiét ké day da va chi tiét
ngay tir ban dau ma chi dirng lai ¢ viéc thiét ké nhitng th can thiét nhat, da dé
nhom cung thao luan vé cau tric va dung trong thgi gian trdc mat. Thiét ké sé
luén dwgc diéu chinh va thich nghi dé phu hgp véi tirng gian doan phat trién.

D€ duy tri mot thiét ké tién hoa, thong thwong ching ta sit dung cac mau thiét ké
phu hgp va thwong xuyén tai cau triic ma nguon dé gia tang tinh linh hoat va dap
tng duwgc cac yéu cau hién tai.

ATDD va BDD

MGt dang mé rong cia TDD la Phat trién Huwéng Kiém thit Chap nhan
(Acceptance Test-Driven Development). DPay la mot ki thuat dwa vao s cong tac
gitta khach hang, nha phat trién va kiém thtt vién, trong dé toan bo cac thanh
vién tap trung cong tac dé thao ludn vé cac tiéu chi chap nhan, sau dé chuyén
chuing thanh cac bai kiém thit chdp nhan trwdc khi bat tay vao viét cac dong ma
cho mot tinh nang.

ATDD khuyén khich sy tham gia ctia khach hang, sém dwa ra cac thiét ké ctia
san pham tr géc nhin cta ngwoi dung, nang cao chat lvgng san pham va gidp
cho cac nha phat trién hiéu r6 hon nghiép vu ctia san pham.



Mot phwong phap khac gan y twdng véi TDD va ATDD la BDD (Behavior-
Driven Development) - Phat trién Hwéng Hanh vi. Bay la mét mo6 hinh phat trién
trong do6 két hgp cac ki thuat ciia TDD véi cac nguyén li co ban cia DDD
(Domain Driven Design — Thiét ké Hwéng Nghiép vu) nham cung cap cac cong
cu va thic day su cong tac ctia d6i ngii phat trién va nhitng nguwai lién quan. Mot
trong so cac lgi ich cia BDD la cung cap cach thitc dé quén li qua trinh phat
trién san pham t hai géc d6 khac nhau dé la nguwdi dung va ki thuat.

Dé trién khai dwgc BDD hay ATDD chiing ta thwong phéi dung cac céng cu di
kém, c6 thé ké dén Cucumber, Rspec, Behat, SpecFlow, Jbehave, Lettuce
(BDD); hay Thucydides, Spectacular, FitNesse, Concor-dion (ATDD).

LAP TRINH CAP

Anh: Wikimedia

Lap trinh cdp la hinh thitc cong tac dién ra dwdi hinh thitc hai nha phat trién cting
chia sé mot van dé, véi mot mdy tinh, mot ban phim va véi muc tiéu: giai quyét
van dé do6. Cac thanh vién st dung sy dong thuan, nhwng théng qua tranh luan.
Toc d6 san xudt c6 thé cham hon nhwng hiéu qua va chat lwgng sé duwgc nang
cao.

MOoi cdp c6 hai thanh vién véi hai vai tro khac nhau: Nguwai lai (Driver) va Hoa
tiéu (Navigator). Nguoi lai thwong khong quan tam dén birc tranh toan canh ma
tap trung vao giai quyét van dé tridc mat. Hoa tiéu thwong c6 xu hwéng st dung
tw duy mau trong giai quyét van de.

Lap trinh cdp 1a mot ki thuat rat t6t dugce sit dung nham nang cao chat lwgng san
pham, giam thiéu 16i ngay tir rat sGm, gia tang cong tac trong nhom, thic day
hoc tap lan nhau va c6 xty sd& hitu va trach nhiém tap thé.

LAM BAN MAU
Lam ban mau (Prototyping/Mockup) 1a ki thuat sém ctia san pham duw6i dang

mot “ban mau” thé hién dugc y twdng va cac tinh nang ctia san pham. Viéc
nhanh chéng c6é dugce phié san pham sé gidp ngwoi dung dé hinh dung ra san



pham sau khi hoan thanh, n6 cling khuyén khich sy tham gia tich cuc cia nguoi
dung va nha phat trién tir nhitng giai doan dau tién. Dya trén ban sém c6 cac
phan hoi quan trong va nhanh chéng diéu chinh véi chi phi thap.

Cac ki thuat va cong cu dé lam ban mau tuy thudc va san pham lia chon cia
titng nhom. Cac nhom c6 thé lam ban mau trén gidy, trén cac cong cu trinh chiéu
cho dén cac cong cu lam ban mau ho trg twong tac rat tot.

Trong cac chu trinh phét trién (nhw Design Thinking dé cap dudi day) cac san
pham sang tao, viéc lam mau la mot phan v6 clng quan trong.

DESIGN THINKING

Design Thinking (Tw duy thiét ké) la mét cach thitc xay dung san pham dva trén
viéc nhanh chéng dwa ra cac phién ban cua san pham, lién tuc lam min va cai
tién san pham dva trén cac phan hoi cua nguwdi dung thue si. Mot vong phat
trién ctia Design Thinking bao gom cac budc: Empathize (Thau cam), Define
(Xac dinh), Ideate (Lén y twdng), Prototype (Lam ban mau) va Test (Kiém thtt).

TiCH HQP LIEN TUC

Tich hop lién tuc (Continuous Integration, viét tat CI) la ki thuat hgp nhat
thudng xuyén ma nguon tir nhitng nha phat trién riéng 1é vao mot nhanh chinh
duy nhat.

Khi cac thanh vién Nhom Phat trién lam viéc trén cing mot san pham, ho thuong
lam viéc trén nhitng phan khac nhau, do d6 moéi ngwoi tao ra mot “nhanh” khac
cta san pham, cac nhanh nay thwong chia sé chung mgt ma nguon co sé, néu
trong qua trinh phat trién c6 cac thay doi xdy ra véi phan ma nguon chia sé
chung nay thi rat c6 thé n6 sé anh hwéng dén nhitng “nhanh” khac. Do vay, néu
kéo dai thoi gian phat trién riéng 1é cua titng nhanh thi nguy co xdy ra cac xung
dot khi cac nhanh nay hgp nhat lai la rat cao, va cac xung dot nay thuong mat rat
nhiéu thoi gian dé giai quyét.



Tich hop lién tuc la ki thuat gidi quyét dugc van dé nay bang cach rut ngan thaoi
gian ton tai cua cac nhanh riéng lé, thwong xuyén hgp nhat ching lai, tir dé6 ngan
ngtra cac xung dot cling nhu sém phat hién ra chiing dé giai quyét mot cach dé
dang va it t6n kém hon.

Khi ching ta c6 mét hé thong CI manh, két hgp véi cac cong cu ti dong hoa
cung v&i cac quy trinh chat ché két hgp gitta bo phan phat trién san pham va bo
phan van hanh va cung cap dich vy, dé nhanh chéng chuyén giao lién tuc
(Continuous Delivery) gia tri t6i ngudi dung cudi, la lic ching ta c6 thé tién dén
mot hé thong DevOps manh mé va hiéu qua. Pay c6 thé coi la mot budc tién tiép
theo trong phat trién phan mém linh hoat.

HE THONG TiCH HQP LIEN TUC

Pé trién khai Tich hgp Lién tuc thi chiing ta can xay dyng mot Hé thong Tich
hgp Lién tuc, trong d6 bao gom mot s6 thanh phan va cau hinh khac nhau. Pau
vao cua hé thong nay chinh la ma nguon riéng 1é tir cac nha phat trién, dau ra cta
hé théng la mot phién ban hgp nhat ciia san pham va cac bao cao, phan hoéi va 16i
phat sinh néu cé.

CAU HOI UNG DUNG
1. Tai sao Nhém Scrum can ap dung thém nhitng ki thuat Agile khac?

2. Tai sao dung User story dé mo ta yéu cau khi né qua ngan khong thé mo ta chi
tiét?

3. Uu diém cua viéc wdc lwgng linh hoat so véi wéc lwgng theo gio?

4. Tai sao khi chai planning poker dé wdc lwgng no e cac thanh vién lai can
suy nghi doc lap?

5. Nhitng gia tri ma TDD mang lai cho ban la gi?
6. Nhitng kho khan va cach vugt qua khi nhém muén ap dung TDD?

7. C6 can ap dung tai cau tric ma nguon dé tang kha nang bao tri va mé rong
ctia phan mém nhém cda ban? Néu c6 chién thuat 4p dung la gi?



8. Viéc ap dung lap trinh cap giai quyét dwgc van dé gi  nhém cta ban?
9. Lam ban mau c6 thé gitip nhom ban giai quyét dwgc nhitng van dé gi?

10. Nhom ban c6 dang gap van dé gi véi viéc tich hgp? Phwong an giai quyét la
gi?



8SCRUM PHAN TAN

Trong chvong nay...

* Phan loai mirc do phan tan

* Cac thtr thach chinh cia nhom phan tan va cach vugt qua

* Hop Tién-ké-hoach-hoa

* Luu y cho cong tac hau can

* Thiét Iap ha tang

Biét mét vai trong so cdc cdu hoi con tot hon biét tat ca cdc cdu trd loi.
James Thurber

LAM VIEC PHAN TAN

Lam viéc phan tan ngay cang pho bién do nhiéu wu diém vé sv linh hoat, chi phi
va su téi tru nguon lure.

Cac nhém c6 thé phan tan véi mite do khac nhau dva trén hai tiéu chi chinh la
dia li va thai gian: » Ngo6i cung mot chd nhwng phan tan vé thai gian.

« Khong ngo6i cung mot cho nhuwng trung khung gio lam viéc.

» Khong ngoi chung mot dia diém, khong trung thoi gian lam viéc.

Do dac thu léch nhau vé thoi gian lam viéc, hodc cach xa nhau vé dia li, cac
nhom lam viéc phan tan phai c6 phwong an diéu chinh cach lam viéc cho phu

hgp. Scrum danh cho cac nhém phan tan ciing phai diéu chinh dé thich nghi.

Phan tan dia li, chwa phan tan mui gio



Phan tan toan bo

THU THACH POI VOI NHOM PHAN TAN

Nhirng khé khan chinh yéu doi véi cac nhém phan tan cé thé ke dén

Giao tiép: do Iéch mui gio hoac khong ngoi cung nhau nén viéc giao tiép mat
doi mat sé kho khan hon, cac nhém sé phai téi wu thdi gian trung nhau, cling nhw
tan dung nhitng cong nghé giao tiép hién dai dé thao g& cac rao can do phan tan
dia i hodc phan tan thoi gian gay ra.

Van héa: khi cac nhém lam viéc ¢ nhitng dia diém cach xa nhau, sy khac biét
van héa ciing sé dang ké hon, cac nhém sé phai Iwu tam trong cach thitc giao
tiép, théi quen lam viéc dé c6 thé duy tri sw cong tac tot.

Minh bach: khi phan tan, nhiéu théng tin c6 thé bi che khuit dé dang hon, viéc
dam bao thong tin day da va minh bach lu6n gap thi thach 16n. Cac nhom sé
phai bo nhiéu no luc vao viéc van ban hdéa & mitc do nhat dinh, cap nhat cac hé
thong bao cao va dong bd hda tryrc tuyén ciing nhu tan dung cac co hoi hop truc
tuyén dé dam bao thong tin minh bach.

VOI NHOM PHAN TAN

Pong bo héa: Do can trd vé dia li hodc thoi gian, ludn c6 nhitng do tré nhat dinh
trong viéc chuyén giao hodc tiép noi cac cong viéc. Viéc nay doi hoi cac nhém
can dau tw nhiéu hon vao viéc 1ap ké hoach chi tiét, kha nang thich ng cling nhw
cong cu ho trg.

Tich hgp: Do céc tao tac duwgce phan bo rong khap, néu khong cé chién lwgce tich
hgp hé thong thi rat khé dé dam béao chuyén giao cac goi tang truedng cudi moi
Sprint ding han véi chat lwvgng cao.

Chia sé kién thitc chung: Do kho khan vé mat giao tiép, viéc truyén giao kién
thirc tr cac thanh vién trong nhém sé tré nén kho khan hon, doi hoi doi nhém



phai bé c6ng nhiéu hon vao viéc chia sé kién thitc thong qua cac hinh thic tai
liéu, hodc hop truc tuyén thay vi gap mat nhém truce tiép. Diéu nay cling ding
doi v6i hau hét cac cudc hop khac dwgc dinh nghia trong Scrum.

Sw gan bo doi ngii: Do cach tré vé dia li va thoi gian, cAic nhom phan tan it c6
co hoi chia sé cac moi quan tam trong/ngoai cong viéc. Do vay lanh dao va ban
than cac thanh vién trong nhém sé phai lwu tdm hon trong viéc gan két doi ng.

GIAO TIEP HIEU QUA HON

Phéi ngoi tr xa, cic nhom phan tan nén wu tién liwa chon cac phwong an giao tiép
giau thong tin hon nhu truyén hinh trye ti€p thay vi dung cac kénh giao tiép bat
dong bo nhu email hay thong qua tai liéu.

Viéc st dung truyén hinh trye ti€p cé nhiéu lgi thé, ching ta khong chi tiép nhan
thong tin qua viéc bdo cdo ma con qua sac mat, khong khi lam viéc, tr d6 cam
nhan nhitng van dé tiém an dang sau.

Ngoai ra, viéc nhin thady nhau ciing tang tinh gan két va gia c6 tinh dong doi.

Cac nhém nén két hgp giira trao doi tryre tiép va giri van ban cung véi hé thong
lwu trit thong tin tap trung, dé truy xuat.

XAY DUNG NIEM TIN

Viéc xdy dyng niém tin khong phai la van dé riéng ciia nhom dy an phan tan,
nhung & boi canh phan tan, n6 c6 thé la mot van dé trd thanh vat can ctia Nhom
Phat trién. Dac biét 1a khi Product Owner va Nhom Phat trién khong ctung cho
hodc cting mii gig. ScrumMaster va Nhom Phat trién sé phai dung nhiéu no lyc
dé “xich lai gan” v6i Product Owner hon, thong qua gay dung quan hé ca nhan,
thiét 1ap ki luat lam viéc, bao cdo ding hen, trao doi thong tin dinh ki, minh
bach; va néu c6 thé, t6 chitc cac cudc viéng tham trure tiép.

Niém tin c6 thé dén tir gidy phuat chuyén nghiép va thién cam tir ngay dau cta dy
an khi céac thanh vién trao d6i v&i nhau ro rang vé yéu cau, tam nhin va boi canh
cta dy an, cting nhu nhitng rang budc, tiéu chuan va lvu y khi lam viéc trong dy



an. Giao tiép tich cue va chuyén nghiép trong giai doan dau la cuc ki quan trong.

Thém nita, niém tin cling dén tir nhitng cam két lam viéc, su ding hen trong lam
viéc va chuyén giao san pham, cling nhw viéc thong tin kip thdi cac van dé gap
phai.

Viéc xay dung niém tin gitta cac bén trong mét nhém phan tan nén la mot vu
tién quan trong cua ScrumMaster.

= Dwng va Nghi

Hay liét ké 10 hanh vi pha hiy niém tin trong mgt nhém.

HOP TIEN-KE-HOACH-HOA

Dé ng pho véi tinh trang thiéu thong tin cho 1ap ké hoach, cac nhom phan tan
thuwong t6 chitc cac cude hop trude khi hop 1ap ké hoach goi 1a hop Tién-ké-
hoach-héa dé: « Chuan bi cho cudc hop lap ké hoach

* Chu yéu chuan bi cho phan WHAT cua cudc hop Lap Ké hoach Sprint Cudc
hop chi gom mot s6 dai dién can thiét cia nhém Scrum (Product Owner,
ScrumMaster va mot vai Developer & cac noi khac nhau), khong nhat thiét phai
dién ra ngay truedc budi Lap ké hoach Sprint.

LUU Y CONG TAC HAU CAN

Pé dam bao cac nhém phan tan hoat dong hiéu qua, ScrumMaster c6 thé két hgp
v6i cac bo phan hanh chinh/quan tri dé cham lo chu dao cac khau hau can, bao
gom lap thoi khoa biéu, lich hop, chuan bi phong 6c va céc thiét bi hop, cac phan
meém ho trg, cling nhu cac tai liéu va tao tac lién quan.

Rat nhiéu cudc hop tir xa bi gian doan chi vi nhitng hong héc ki thuat co thé

tranh dugc. Hau can chu dao dong nghia vai viéc it thiét hai nhat, tiét kiém thoi
gian nhat va lam viéc hiéu qua hon.

CONG CU CONG TAC PHAN TAN



Ban can thiét 1ap mot hé thong cong cu t6t dé c6 thé lam viéc tir xa ma van dam
bao théng tin minh bach, tién do dugc cap nhat va cong tac hiéu qua. Ching ta
c6 thé ké dén cac cong cu can ban nhu: « Giao tiép: Cac cong cu ho trg hoi thoai
trire tuyén, truyén hinh true tuyén, hoi thoai nhom, chat triee tuyén mién phi nhw
Google, Slack, Skype, Hang-out hodc nhitng giai phap teleconference chat lwgng
cao.

» Workflow/PMS: C6 hang loat phan mém quan tri dv an va luéng cong viéc dé
chiing ta st dung, c6 thé mién phi hodc tra phi nhw Trello, Red-mine, Asana,
JIRA, IBM Rational, Microsoft TFS... Hay thiét 1ap m&t hé thong t6t, viét quy
tac st dung chu dao va hudn luyén day du, ban sé lam viéc nhw mot thanh vién
cuia nhém, du cach xa ca luc dia.

« Hé thong Build/CI ty dong héa dé dong bo va tich hop.

* Hé thong lwu trit file share/Cloud storage dam bao nhirng tai liéu/tai nguyén
can thiét cho cong tac luon san sang dé st dung.

» Mot hé théng quan tri tri thitc (KMS), don gian nhw mot trang wiki, hodc mot
gidi phap KMS hoan chinh sé gitp ban chia sé dugc nhitng bai hoc thanh
cong/that bai, cling nhw cung cap nhitng tai liéu huan luyén co ban cho cac thanh
vién trong doi dv an.

CAU HOI UNG DUNG

1. Phan tich nhitng van dé ma nhém gap phai do tinh trang phan tan dang gay ra?

2. Cac kénh giao tiép nao c6 thé 4p dung dé giam thiéu nhitng van dé hién c6 do
tinh trang phan tan.

3. Néu c6 sur tin tdng lan nhau thi cac thanh vién (khach hang, Product Owner,
nha phat trién, v.v.) sé giai quyét duwgc nhitng van dé gi?

4. Tim gidi phap tang su tin twdng cho nhoém cua ban.

5. Tim nhitng thay doi vé hau can nao c6 thé thay doi dé giai nhitng van dée do
tinh trang phan tan?



6. Phan tich nhitng wu va nhugc diém ctia cac cong cu hién thdi cho cong téc.

7. Tim cac phwong an ap dung cac cong cu hién thdi va méi dé gidm thiéu cac
van dé do phan tan.

8. Liét ké cac van dé cua buoi hop ké hoach trong nhém ctia ban?

9. Pua giai phap cho cac van dé cua budi 1ap ké hoach?



9SCRUM VOI QUY MO LON

Trong chvong nay...

« Cac van dé cua quy mo 1én

* Scrum ¢ quy mo 16n vGi Nexus framework

+ Cac vai tro mgi trong Nexus

* Cac co ché cong tac mdi trong Nexus

* Chuan bi vé cong cu va ha tang

Khong co gi bt bién, trtr sy thay doi.

Heraclitus

THU THACH CHINH DPOI VOI QUY MO LON

Chung ta da thao luan & chwong 6 veé 10 trinh van dung Scrum tai cong ty. Pham
vi 4p dung c6 thé dwgc maé rong tir viéc lam thi diém (Pilot) dén quan tri dy an,
nang lén mirc do toan bo khu viyre san xuat, va mitc cudi la toan b cong ty. Viéc
van dung Scrum & quy mo 16n thwong dugc dat ra khi té chite caa ban da thanh
thuc Scrum nhét dinh & quy mo6 nhd. Khi d6 ban can c6 ké hoach chu toan dé m¢&

rong pham vi ap dung Scrum.

Doi véi cac dy an 16n can huy dong nhiéu hon mot nhém Scrum hat nhan, thi
cac thtt thach chinh nam & cac khau:

* Tich hgp: Lam sao dé cac nhom lam viéc trén cac hang muc khac nhau c6 thé
tich hgp thanh cong dé chuyén giao déu dan goéi tang tredng vao cudi moi
Sprint? Néu nhu van dé tich hgp ciing la can trd ctia cac nhém phan tan (quy mo
nho), thi van dé tich hgp doi véi du an 16n gom nhiéu nhém Scrum cing lam
viéc vira la van dé phan tan, vira la van dé quy mo.

* Pong bo héa: Twong ty nhw trong cac nhém phan tan, Scrum & quy mo 16n
vap phai van dé dong b6 hoa cong viéc ctia cac nhom véi nhau, sao cho van cé



thé ddm bdo cac wu tién va kha nang tich hogp.

» Chuan héa: Khong giong nhu cac nhém nho, moi van dé dé giai quyét thong
qua hop nhanh, trao d6i mat d6i mat; cac nhém 16n can phai c6 quy chuan dé
cung lam viéc, dé dang dong bo ho4, tich hgp va cong tac.

* Minh bach héa: Dy an cang 16n, cang phttc tap thi nguy co dé so6t thong tin,
hodc thong tin sai 1éch cang cao.

 Phan tan: M6t dy an 16n gom nhiéu nhém Scrum vé ban chat l1a mét nhom 16n
phan tan. Vi thé tat ca nhitng khokhan ma nhom phan tan gap phai, thi ciing sé
c6 nguy co hién dién trong nhém Scrum & quy mo 16n.

* Xu hwong quay vé véi command-and-control: Do nhitng nguy co ké trén,
cung vGi noi s¢ mat kiém soat ctia cac cap lanh dao, cac dy an 16n c6 xu huwéng
quay trd lai 16i quan li ra Iénh/ kiém soat.

Cac van dé va chién lwogc thich wng cia nhém phan tan dugc dé cap téi trong
chwong 8 hau nhw van gitt nguyén gia tri trong boi canh lam Scrum & quy mo6
16n. Ngoai ra, nhitng dac thu ctia quy mo 16n dat ra cac van dé quan li méi, gom:

* Yéu cau: cac yéu cau can dugc quan li tap trung, cap nhat lién tuc, chia sé va
minh bach dé cac nhém dé bé dong bo hoa cong viéc phat trién.

* Kién thitc va hiéu biét chung: thong qua cac co ché hop va chia sé thong tin
tap trung, cac kién thirc vé san pham/cong nghé/tiéu chuan sé phai duwgc chia sé
dé tang kha nang thanh cong trong hgp tac. Quy mo dv an cang 16n va kéo dai,
thi viéc quan tri tri thitc cang tré nén quan trong.

* Cac tao tac: Tat ca phan mém, tai liéu kiém thtt, kich ban kiém tht... can dugc
quan li tap trung, minh bach va ludn cap nhat.

KHUNG NEXUS CHO SCRUM QUY MO LON

Hién nay c6 nhiéu cach tiép can do6i vai viéc ap dung Agile & quy mo 16n dé giai
quyét cac van dé ké trén. Ching ta c6 thé nhac dén nhitng phwong phap pho bién
nhw SAFe, LeSS, hay mot bién phap da dugc biét dén tir lau trong cong dong
nhitng nguwoi thye hanh Scrum la Scrum of Scrums.



Gan day, Ken Schwaber va Scrum.org da cho ra mat mot khung lam viéc cho cac
san pham/dy an c6 quy mo 16n tir 3-9 nhém Scrum. Khung lam viéc nay dwoc
goi la Nexus. Va ban huéng dan dinh nghia chi tiét cach lam dwgc dang tai trén
Scrum.org.

Chung ta sé cung tim hiéu phwong phap nay, do né van dung triét dé cach lam
ctia Scrum dé thich &ng véi cac van dé cia quy mo 16n.

Nexus Framework, Scrum.org
Cung mot san pham, nhiéu nhom Scrum

Toan bo yéu cau cia san pham dugce quan li tap trung trong mot Product Backlog
duy nhat.

Cac nhom sé tw té chire dé hién thue hoa cac hang muc cé do wu tién cao hon,
chuyén giao cac géi tang tredng nho, va tich hgp chiing lai dé dam bao cac goi
tang trudng tong thé (hay Increment tich hgp) luén dwge chuyén giao cudi moi
Sprint.

CO CHE CONG TAC TRONG NEXUS

Thuc thé méi: Nexus

Trong dv an 16n, thuc thé 16n nhat 1a Nexus, bao gom tat ca cac Nhém Scrum (tw
3 dén 9 nhom) thanh vién, cing lam viéc trén mot san pham, chia sé chung mét
Product Backlog duy nhat, ciing duy tri m6t Nexus Sprint Backlog dé quan li
cong viéc can lam, thyc hién Hop & mitc Nexus va tao Increment tich hgp & cuoi
moi Sprint.

Vai tro moi: Doi tich hgp Nexus

DPé quan li chu dong cac cong viéc lién quan dén tich hgp, Dai tich hgp Nexus



dugc thanh 1ap véi cac thanh vién: Product Owner, ScrumMaster, cac thanh vién
cua doi tich hop.

Thanh vién c6 thé thay doi, lay tir cAc nhém Scrum, ké cd ScrumMaster cua Doi
tich hgp Nexus cling c6 thé kiém vai tro ScrumMaster cia mot Nhém Scrum
thanh vién. Tuy nhién can phan biét ro viéc déng vai tro ScrumMaster cua Doi
tich hgp Nexus thi nhiém vu quan trong la phai dam bao thanh vién thau hiéu
Nexus va vai tro cua Dai tich hgp Nexus trong toan bg hé thong Nexus.

Cong viéc cta Doi tich hgp Nexus: xt li tat ca cac van dé lién quan dén tich hgp
nhuw 1ap ké hoach tich hgp, cong cu tich hgp, cong viéc hang ngay. Pam bao
Minh bach — Thanh tra — Thich nghi mitc do Nexus. Trong nhitng diéu kién thich
hop, thanh vién Da6i Tich hgp Nexus phai c6 van cho cac Nhém Scrum thanh
vién cach thitc phat trién sao cho san pham cua ho tich hgp thuan 1gi v6i phan
con lai cua san pham dang dan dugce 1am ra béi cdc nhom khac trong Nexus.

Cac Sy kién Nexus

Giong nhw Scrum, Nexus ciing c¢6 nhitng cudc hop tiéu chuan nhw Lap ké hoach
Nexus Sprint, Nexus Daily Scrum, So két Nexus Sprint, Hop cdi tién Nexus
Sprint. Nhuwng tdt ca cac cudc hop kiéu nay dién ra & quy mo lién nhém, vdi cac
thanh vién la dai dién ttv cac Nhém Scrum thanh vién, va khong trung véi nhitng
cudc hop dé & cap do nhom Scrum thanh vién cua Nexus. Nexus c6 thé hiéu la
Scrum cua cac Scrum.

Cac sur kién Nexus khong giam chan vao cac cong viéc ctia cac nhém thanh vién,
no tap trung vao khia canh chia sé hiéu biét chung, bach héa thong tin va dong
bo hoa cong viéc cua toan bd Nexus.

CONG CU VA QUY TRINH

Pé dam bao minh bach thong tin, toan bd Nexus st dung mot Nexus Prouduct
Backlog va mot Nexus Sprint Backlog chung. Cac nhém c6 thé thiét 1ap riéng
cac tao tac nay & cap do nhém. Viéc nay c6 thé dat duwgc bang cac cong cu don
gian nhu cac bang trang va gidy dan, nhung cling c6 thé dugc thuc hién thong
qua viéc thiét 1ap cac hé quan tri dy a4n tap trung va cac cong cu quan li luéng
cong viéc.



Giong nhw cac nhém phan tan, cac Nexus can c6 mot hé thong cac cong cu quan
tri tri thitc, quan tri tai liéu va cac tao tac chung, cac cong cu giao tiép va t6 chirc
hop ciing nhw hé thong build/tich hop lién tuc.

CAU HOI UNG DUNG

1. Theo ban, dau la nhitng kho khan chung khi ap dung Scrum & quy mo 16n va
Scrum tiéu chuan?

2. So sanh nhitng diém chung va khac nhau gitta Nexus va Scrum?
3. Scrum cho nhém phan tan cé nhitng lgi thé va khoé khan gi so v6i Nexus?

4. Khi trién khai Nexus thi nhitng nguwdi nao sé tao ra Binh nghia Hoan thanh
cho viéc tich hgp? Tai sao?

5. Nhiéu nguwdi néi khi dung Nexus sé khong can thém cac phwong phap, ki thuat
khac vi cac nhém van thye hanh Scrum, ban nghi sao vé nhan dinh nay?

6. D€ gitip cac nhom trong Nexus lam viéc t6t can han ché sy phu thudc giita cac
hang muc Product Backlog ma cac nhom chon cho Sprint ctia minh, ngoai ra con
can thém nhirng bién phap nao nita khong?

7. C6 can So két Sprint cho chung cho tat ca cac nhém trong Nexus hay khong?
Tai sao?

8. Khi thém mot hang muc vao Product Backlog trieéc budi Lap ké hoach Nexus
Sprint c6 anh hwéng dén cac nhém khong?

9. Tai sao trong Nexus hoat dong lam min Product Backlog dugc lam thuong
xuyén hon trong Scrum tiéu chuan?

10. Tai sao cong cu tich hgp tw dong la rat can thiét khi trién khai Nexus?
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Phu luc 1 THUAT NGU

Agile (Agile)

Cgile 1a mot tap hgp cac nguyén li danh cho phat trién phan mém, trong dé
khuyén khich viéc 1ap ké hoach thich tng, phat trién tang dan, chuyén giao sém,
va cai tién lién tuc. Agile ciing chu trivong thich &ng nhanh chéng véi cac thay
doi. Nhitng nguyén li nay dugc chia sé trong Tuyén ngon Phat trién Phan mém
Linh hoat (Manifesto for Agile Software Development) va 12 Nguyén li phia
sau.

Acceptance Test-Driven Development (Phat trién Heong Kiém thit Chap
nhan)

Puoc goi tat la ATDD, Phat trién Hwéng Kiém thir Chap nhan la m6t phwong
phap phat trién twong tw nhw TDD. Tuy nhién ATDD st dung nhitng kiém thir
chap nhéan ty dong. Trong truong hop ly twdng thi khach hang, Product Owner
hodc chuyén gia nghiép vu la nguoi viét cac kiém thir chdp nhan va Nhom Phat
trién chi can vugt qua cac kiém thit nay dé hoan thanh san pham.

Behaviour-Driven Development (Phat trién Hueéng Hanh vi)

Phét trién Hwéng Hanh vi (BDD) la phwong phap phat trién phan mém ké thira
tt TDD va ATDD. BDD thém vao nhitng phwong phap sau:

Ap dung ki thuat SWHY's vao méi user story dé biét dugc gid tri kinh doanh ctia
moi user story.

“Tu duy t ngoai vao”, titc la chi cai dat nhitng hanh vi mang lai gia tri kinh
doanh dé gidam thiéu lang phi.

M6 ta hanh vi theo mot loai ngén ngit ma ca chuyén gia nghiép vy, kiém th
vién va lap trinh vién déu c6 thé giao tiép dugc vGi nhau.

Burndown (Burndown)
Xu hwéng cia cong viéc con lai xuyén sudt thoi gian ctia mot Sprint, mot ban

phat hanh, hodc mot san pham. Nguon dit liéu thé dwgc lay tir Sprint Backlog va
Product Backlog, khdi lwgng cong viéc con lai dugc thé hién & truc tung con thoi



gian (cac ngay cta Sprint, hoac cac Sprint) dugc thé hién & truc hoanh.

Thuat ngit nay thwong di kem véi tir chart (biéu do), trong Scrum c6 hai loai
biéu d6 burn down dwoc st dung pho bién la Sprint Burndown va Release
Burndown.

Continuous Integration (Tich hgp Lién tuc)

Thuat ngit nay co6 tén ngan gon la CI. Pay la phwong phap ma nhom lién tuc tich
hgp céc phan cia san pham chit khéng dgi téi cudi. CI gidp gidm thiéu thoi gian,
cong strc va rui ro khi tich hgp tng dung dién ra & giai doan cudi ctia chu trinh
phat trién, tao ra kha nang phat hanh lién tuc.

Continuous Deployment (Trién khai Lién tuc)

Trién khai Lién tuc (CD) dugc coi nhu phan ma rong cta Tich hgp Lién tuc
(CI). Ki thuat nay dugc st dung dé giam thiéu thoi gian cho, khoang thaoi gian
ma nguoi dung that si duge sit dung phan mém véi nhitng ma nguén mai nhat
dwgc viét bdi nha phat trién. Giong nhw CI, ki thuat nay dugc trién khai véi sy
trg gitp cua mot loat cac cong cu ty dong.

Cross-functional (Lién chitc nang)

Lién chitc nang la dac diém ctia mot nhom c6 day da nhitng chuyén mon khac
nhau dé c6 kha nang dat dugc mot muc tiéu chung.

MGt nhom lién-chitc nang c6 nghia la dugc trang bi day du tat ca cac ki nang can
thiét dé hoan thanh toan b cong viéc va tao ra phan tang trieédng chuyén giao
duwgc cudi moi Sprint ma khong can sy trg gidp tir bén ngoai. Diéu nay khong co
nghia la moi thanh vién déu phai biét hét tat ca cac ki nang, ma ho c6 thé chi c6
mot s6 ki nang nhat dinh nhung bo sung day du cho nhau dé tong thé nhém cé
dwgc tat ca cac ki nang can thiét.

Daily Scrum (Scrum Hang ngay)

Mot s kién Scrum. Day la bu6i trao doi ngan cta tirng Nhém Phat trién dién ra
hang ngay dé cac thanh vién Nhom thanh tra cng viéc cia minh, dong bo cong
viéc va tién do, trinh bay cac tré ngai gap phai dé ScrumMaster c6 thé loai b
chiing. C6 thé dién ra cac cudc thdo ludn ngay sau do dé thich nghi phan cong
viéc tiép theo nham t6i wu hda Sprint.



Development Team (Nhom Phat trién)

MGt trong ba vai tro trong Nhém Scrum gom ScrumMaster, Product Owner va
Development Team.

Nhom Phat trién gom tat ca nhitng nguwdi da nang lyc dé chuyén giao phan tang
tredng chat lwong (Increment) cudi moi Sprint.

Trong Scrum, Nhom Phét trién 1a lién chitc nang.
DevOps (DevOps)

Khi trién khai ki thuat Trién khai Lién tuc (CD) sé dan dén nhu cau cdng tac chat
ché gitta nhom phat trién (development) va nhém van hanh (operation). Nhu cau
nay da cho ra doi cac cong cu ty dong dé tich hgp cac cong doan va cong tac
gitra cac bén lién quan. C6 mot cong thirc ndi 1én tinh chat nay:

DevOps = Development + Operation.

Done (Hoan thanh)

Khai niém hoan thanh dwgc thong nhat bai tat ca cac bén va tuan thu céc tiéu
chuan, quy wdc, va chi dan cta té6 chirc. Khi mot thit dwoc coi la “hoan thanh”

trong budi So két Sprint thi né phai tuan thu dwgc dinh nghia da thong nhat nay.

Cac nhém Scrum thwong phai viét Binh nghia Hoan thanh (Definition of Done)
treéc khi bat dau cong viéc.

Estimated Work Remaining (Cong viéc Con lai Pugc wdc luvgng)

Khoi lwgng cong viéc con lai ma mét thanh vién Nhém Phat trién wéc tinh danh
dé lam viéc trén mot hang muc nao dé. Udc tinh nay dwoc cap nhat vao moi cudi
ngay khi hang muc dé6 da dwoc trién khai. Con s6 nay la tong lwgng cong viéc
con lai dwgc wéce tinh chit khong phu thudc vao s6 ngwoi sé tham gia lam viéc.

eXtreme Programming (Lap trinh Cyc han)
Extreme Programming (XP) la mot phwong phéap phat trién phan mém huwéng

dén viéc nang cao chat lwvgng phan mém va kha nang dap @ng vdi thay doi yéu
cau nguoi dung. XP la mot trong cac phwong phap thuée ho Agile, phwong phap



nay chu trvong dwa ra cac ban phat hanh thwong xuyén thong qua cac chu trinh
phat trién ngan. Viéc nay la dé nang cao nang suat va tao ra nhitng thoi diém dé
tiép nhan nhitng yéu cau ngudi dung mdi.

Increment (Phan tang truéng)

Tinh nang ctia san pham dwgc Nhém Phat trién xay dung trong tirng Sprint c6
kha nang chuyén giao duwgc hoac st dung bdi cac bén lién quan ctia Product
Owner.

Increment of Potentially Shippable Product Functionality (Phan tang truéng
Tinh nang San pham C6 kha nang Chuyén giao dugc)

MGt 1at cat hoan chinh cua tong thé san pham hodc hé thong ma Product Owner
hodc cac bén lién quan c6 thé sit dung néu ho muodn trién khai.

Thuat ngit nay con dugc goi tat 1a Increment.
Kanban (Kanban)

Kanban la mot phwong phap Agile dwa trén Phwong thite San xuat Toyota véGi
bon nguyeén li:

- Truc quan hoa cong viéc

- Gidi han cong viéc dang lam (Limit WIP — Limit Work In Progress)
- Tap trung vao luoéng lam viéc

- Cai tién lién tuc

Kanban da khong chi dugc ing dung trong lam viéc nhém ma con cho ca quan li
cong viéc ca nhan vdi tén goi Kanban cho ca nhan.

Can phan biét Kanban véi tu cach 1a mot phwong phap, va Kanban nhw 1a mét
bang cong viéc.

Kanban ap dung cho cong viéc ca nhan co6 tén rieng la Kanban Ca nhan
(Personal Kanban) véi chi gom 2 nguyén li trén cung.

Lean Software Development (Phat trién Phan mém Tinh gon)



Phat trién Phan mém Tinh gon (LSD) la hinh thitc ap dung Lean Manufacturing
(Séan xuat Tinh gon) cho linh viyc phat trién phan mém.

Thuan ngit Lean Software Development c6 nguon goc tir mot cudn sach cung tén
cia Mary Poppendieck va Tom Poppendieck. Cudn sach dién dich lai tw duy
Tinh gon v&i y nghia md&i kém theo cac cong cu hitu hiéu dé trién khai thure tién.

Manifesto for Agile Software Development (Tuyén ngon Phat trién Phan
meém Linh hoat)

Thang 2 nam 2001, 17 chuyén gia la dai dién cho nhitng phwong phap phat trién
phan mém da gap nhau trong mot cudc hoi thao tai Utah, Hoa Ki. Hoi thao da di
dén thong nhat vé quan diém chung gitta cac phwong phéap phat trién phan mém
dang nd 1o Iic do6 va cho ra doi mot tai liéu dugc goi la: Tuyén ngdn Phat trién
Phan mém Linh hoat kém véi 12 nguyén 1i phia sau. Pay chinh la thoi diém ma
thuat ngt Agile dugc str dung hién nay ra doi, mac du cac phwong phap riéng 1é
thi da co trude do.

Thuat ngit nay thwong dugce goi van tat trong tiéng Viét la Tuyén ngon Agile.
Product Backlog (Product Backlog)

MGt danh sach wu tién chita cac yéu cau véi thoi gian wdc tinh can thiét dé phat
trién thanh tinh nang san pham. Cac hang muc & phia trén ctia Product Backlog
c6 d6 wu tién cao hon thi dwgc wéc tinh chinh x4ac hon. Danh sach nay tién héa
va thay doi khi cac diéu kién kinh doanh hoac cong nghé thay doi.

Product Backlog Item (Hang muc Product Backlog)

Cac yéu cau chirc nang, phi chitc nang, va cac van dé duwgc danh gia do wu tién
theo mitc do quan trong doi vdéi nghiép vu kinh doanh va sy phu thudc lan nhau,
ching ciling dugc wdc lwgng. 6 chinh xac cua viéc wdc tinh phu thudc vao do
wu tién va mic chi tiét cia hang muc Product Backlog, cac hang muc c6 do wu
tién cao nhat c6 thé dwgc lva chon cho Sprint tiép theo sé kha chi tiét va chinh
Xac.

Product Backlog Refinement (Lam min Product Backlog)

Viéc lam min Product Backlog la hoat dong thém vao cac chi tiét, wéc lwgng, va
trinh ty ctia cac hang muc trong Product Backlog. Pay la qua trinh lién tuc, theo



d6 Product Owner va Nhém Phat trién thao luan vé cac chi tiét cda tirng hang
muc. Trong sudt qua trinh lam min nay, cac hang muc lién tuc dugc xem xét va
ra soat can than.

Product Owner (Product Owner)

La nguai chiu trach nhiém quan li Product Backlog v&i muc tiéu toi wu hoa gia
tri cia sdn pham. Product Owner ciing la ngwoi dai dién cho quyén lgi cta tat ca
nhitng ai c6 lién quan dén dv an va san pham dugc tao ra.

Scrum (Scrum)

Khong phai 1a mot ti viét tat ma la nhitng co ché trong tro choi bong bau duc
nham dwa qua bong da ra ngoai quay trd lai san.

Cac tac gia ctia Scrum da lay y twdng do dé dat tén cho mot phwong phap Agile
pho bién nhat hién nay.

Scrum Artifacts (Cac tao tac Scrum)

Cac tao tac trong Scrum la nhitng cong cu hoac két qua dugc tao ra va st dung
trong qua trinh van hanh Scrum. Céc tao tac trong Scrum bao gom:

- Product Backlog

- Sprint Backlog

- Phan tang truedng

- Scrumban (Scrumban)

Scrumban la phwong phap c6 su két hgp gitta Scrum va Kanban. Phwong phap
nay bao gom toan bo nhitng wu diém cta cad Scrum va Kanban. Scrumban
khuyén khich cac doi phai lién tuc cai ti€n quy trinh thong qua co ché cua
Kanban.

Scrumban dugc xem la mot quy trinh don gidn dung trong quan li nhitng dy an
phitc tap, phwong phap nay duge khuyén nghi dung trong cac dy an thiét ké
website, bao tri va phat trién phan mém.



ScrumMaster (ScrumMaster)

La nguai chiu trach nhiém vé quy trinh Scrum, ddm bédo n6 dugc trién khai ding
va toi wu hoa cac 1gi ich ma n6 mang lai.

Self-organized (Tv t6 chirc)

T t6 chitc (self-organized) c6 nghia la nhém c6 kha nang va tham quyén dé
dinh hwéng va dwa ra cac quyét dinh trong qua trinh san xuat. Diéu do ciing c6
nghia la nhém c6 toan quyén trong viéc Iya chon cong cu, ki thuat va cach thirc
dé hoan thanh céng viéc. Khong ai c6 quyén yéu cau nhém tw té chive phai lam
theo mot cach nhat dinh dé hoan thanh muc tiéu cia ho. Song song véi do, tinh
cam két va trach nhiém cta cac thanh vién trong nhém ciing cao hon rat nhiéu so
vGi khi nhém dugce t6 chite theo mo6 hinh ra 1énh-diéu khién.

Sprint (Sprint)

MGt phan doan, hodac mét chu trinh 1ap vé6i cac cong viéc giong nhau dé san xuat
ra phan tang tredng ctia san pham hodc hé thong. Sprint khong duwgc phép kéo
dai hon mot thang va thwong thi dai hon mét tuan. D6 dai caa Sprint duwgc co
dinh trong su6t qua trinh phat trién, va tat ca cac nhém cung tham gia lam viéc
trén mGt san pham hodc hé thong thi st dung chung chu trinh c6 cung do6 dai.

Sprint Backlog (Sprint Backlog)

Danh sach cong viéc cia Nhom Phat trién trong mot Sprint. N6 thuwong dugc
phan tach thanh mat tap cac nhiém vu chi tiét hon. Danh sach nay tién héa trong
sudt buoi Lap ké hoach Sprint va c6 thé duwgec Nhom cap nhat trong sudt Sprint
thong qua viéc loai bo mot s6 hang muc hodc thém cac cong viéc méi khi can
thiét. Ttrng hang muc cong viéc trong Sprint Backlog dugc theo doi trong suot
Sprint va hién thi khoi lwgng cong viéc wéc tinh con lai.

Sprint Backlog Task (Cong viéc trong Sprint Backlog)

La mot trong s cac cong viec ma Nhom Phat trién hodc thanh vién cia Nhom
xac dinh la can phai thue hién dé bién cac hang muc Product Backlog thanh chitc
nang hé thong. Thudng dwoc goi ngan gon la task (cong viéc, tac vu, nhiém vu)

hodc doi khi la Sprint Backlog Item (hang muc cta Sprint Backlog)

Sprint Goal (Muc tiéu Sprint)



Muc tiéu Sprint 1a ban tém tat nhitng muc tiéu caa Sprint, ly twédng nhat day la
mot ndi dung ngan gon c6 dong.

Sprint Planning (Lap ké hoach Sprint)

MGt sy kién duwgce dong khung dé khéi dong mot Sprint. Sw kién nay dwoc chia
lam hai phan. Trong phan dau tién, Product Owner trinh bay v6i Nhém céac hang
muc Product Backlog c6 do wu tién cao nhat. Nhém Phat trién va Product Owner
hgp tac dé giip Nhom Phét trién xac dinh s6 lwgng hang muc Product Backlog
ma ho c6 thé chuyén thanh tinh nang san pham trong Sprint sap dién ra. Trong
phan thit hai, Nhom Phat trién 1én ké hoach dé thyc hién nhiém vu da chon thong
qua viéc thiét ké va phan tach cac céng viéc nham biét dwgc cach dé dat Muc
tiéu Sprint.

Sprint Retrospective (Cai tién Sprint)

Mot su kién trong Scrum. Sy kién nay dwoc ho trg bdi ScrumMaster dé toan bo
Nhom Phat trién thao luan vé Sprint vira két thic nham tim ra nhitng thay doi dé
c6 thé lam cho Sprint ti€p theo trd nén thu vi va nang suat hon.

Sprint Review (So két Sprint)

MGt sy kién trong Scrum, duge dong khung trong hai gio dong ho (d6i véi mot
Sprint hai tudn) dién ra & cu6i moi Sprint dé Nhom Phat trién phoi hgp véi
Product Owner va cac bén lién quan nham thanh tra két qua ctia Sprint. Sy kién
nay thwong bat dau bang viéc ra soat lai nhitng hang muc Product Backlog da
dwgc hoan thanh, mot phién thao luan vé cac co hoi, han ché va rui ro, va mot
phién thao luan vé nhitng thi t6t nhat ma ching ta nén lam tiép theo (dan dén
thay doi trén Product Backlog). Chi nhitng tinh nang ctia san pham da dwoc hoan
thanh thi méi dwoc trinh dién.

Stakeholder (Bén lién quan)

Nhitng ngudi c6 quyeén 1gi trong két qua caa du an, c6 thé la vi ho da dau tu,
hodc sé dung, hodc sé anh hwéng dén ho.

Team (Nhom)

Cach viét tat cia Development Team trong mot so tai liéu. Mot doi lién chire
nang bao gom nhitng nguwdi chiu trach nhiém ty quan 1i dé phat trién mot phan



tang tredng san pham trong moi Sprint.
Test-Driven Development (Phat trién Hwong Kiém thiy)

Thwong dugce goi tat la TDD, day 1a mot phwong phap phat trién phan mém ma
cac hoat dong lap trinh, kiém thi va thiét ké dugc dan xem vao nhau.

Time-box (Khung thoi gian)

Mot khoang thoi gian khong duwgce phép kéo dai thém dé thye hién mot sy kién
hodc hoat dong nao dé. Vi du, mot bu6i Scrum Hang ngay dugce dong khung
trong 15 phut va bat budc két thiic sau 15 phtit bat ké két qua nhw thé nao. Doi
v6i cac su kién, khung thoi gian c6 thé ngan hon. Con d6i véGi cac Sprint thi
chiing phai c6 do dai chinh xac nhu thé.

User Story (User Story)

User Story la mét tai liéu so gian mo6 ta yéu cau san pham v@i goc nhin nguai
dung. Thong thvong, User Story do khach hang, hodc dai dién cta khach hang
viét, tuy nhién néu co6 su cong tac cia Nhom Phat trién thi nhom va khach hang
sé c6 s chia sé hiéu biét vé san pham tot hon.

Velocity (Toc dg)

Toc do dugce tinh bang so lwgng don vi dwge hoan thanh trong moi Sprint. Néu
ban dung don vi la diém (point), thi toc d6 chinh la s6 diém ma nhém hoan thanh
dwgc trong mat Sprint. Qua thdi gian, toc d6 ciia nhém c6 thé sé twong doi 6n
dinh. D6 la tién dé quan trong dé nhém c6 thé phong doan khoi lwgng cong viéc
ctia nhém trong moi Sprint.



Phu luc 2Danh muc kiém tra

Kiém tra hang ngay
[0 Pa lam r6 yéu cau san pham cho Nhom Phét trién (néu c6)

[0 Pa lam min cac hang muc ctaa Product Backlog, dac biét cac hang muc & trén
Kiém tra theo Sprint

D3 lam viéc v6i cac bén lién quan dé cap nhat nhitng ky vong méi vé san
pham (0 Da sap xép cac hang muc trong Product Backlog dam béo t6i wu hoda
ROI O ba lam min cac hang muc cta Product Backlog

[0 Pa xac dinh tiéu chi chap nhan cho cac hang muc sé phat trién trong Sprint t&i
[0 Pa tham gia Lap ké hoach Sprint dé trinh bay vé tong quan san pham, tirng
hang muc sé lam trong Sprint t&i va giai dap moi thac mac vé yéu cau trong Lap
ké hoach Sprint (01 Da tham gia va dwa ra phan hoi vé san pham trong So két
Sprint

Danh muc kiém tra ciia ScrumMaster
Cong viéc hang ngay
[0 Nhom cta ban c6 & trang thai tot khong?

» Muc tiéu r6 rang (nhitng ky vong va quy dinh phai ro rang, va muc tiéu c6 thé
dat dugc, phu hop véi ki nang va kha nang ctia moi nguoi).

* Tap trung va c6 trong diém, tap trung cao do vao mot linh virc nhat dinh can
duwogc chua y.

» Khong c6 cam giac tu ti, dé cao hanh dong va nhan thitc.
» Phan hoi tryc tiép va ngay lap titc (nhanh chéng nhin thay cac thanh cong va
that bai ctia mot chuoi hoat dong, nhad thé cé thé diéu chinh hanh vi néu can

thiét).

» Can bang gitra cdp do kha nang va thi thach (hoat dong dwa ra khong qua kho
cling khong qua deé).



» Moi nguoi déu c6 kha nang ty kiém soat trong moi tinh huong hay hoat dong.

» Moi hoat dong déu hién nhién dem lai két qua, vi thé khong can qué nhiéu co
gang trong hanh dong.

[0 Cac thanh vién c6 thich nhau khong, c6 thue gian cung nhau khong, va c6 vui
mung trede thanh cong ctia nhitng thanh vién khac khong?

[0 Cac thanh vién nhém c6 cuing nhau gitt cho moi ngudi déu phai dat dugc
nhitng tiéu chuan cao, va thic diy moi nguwdi déu phat trién?

[0 Cé van dé hodc co hdi nao ma nhom dang khong thao ludn cting nhau vi
nhitng van dé hoac co hoi dé cé thé gay ra tinh trang qua kho chiu trong nhom
khong?

[0 Nhom c6 tap trung lién tuc vao cac muc tiéu Sprint khong? Cé thé ban nén
thure hién mot bude kiém tra gitra Sprint dé c6 thé tai ra soat cac tiéu chuan chap
thudn cua cac hang muc trong Product Backlog da cam két hoan thanh trong
Sprint hién tai.

[0 Bang phan cong nhiém vu cta Sprint c6 phan anh dung nhitng cong viéc ma
nhom dang thwe s lam khong? Can nhan thitc ré “van dé tifm an” cua nhitng
cong viéc khong dwgc néu ra va nhitng nhiém vu c6 thé ton hon mot ngay méi
c6 thé hoan thanh. Nhitng cong viéc khong lién quan dén nhitng cam két trong
Sprint sé la nhitng tré ngai cho viéc hoan thanh cac cam két dé.

[0 Bang phan cong nhiém vu ctia nhom ban c6 cap nhat khong?

[0 Cac thanh vién nhém cé biét vé cac cong cu tw quan li cia nhém khong, cac
cong cu do co tién dung khong?

[0 Nhitng cong cu quan li c6 duge nhitng nguwdi ngoai nhom ton trong ding mitc
khong? Sy giam sat qua mitc doi vdi cac hoat dong thuwong nhat ctia nhirng
ngudi bén ngoai nhom cé thé hiy hoai sw minh bach va co ché tw quan li trong
nhoém.

[0 Cac thanh vién nhém c6 ty nguyén nhan nhiém vu khong?

[0 Sv can thiét caa viéc hoan tra ng ki thuat, viéc dan dan sé gitip cho viéc lap
trinh trd nén dé chiu hon, da dwgc ghi nhan r6 rang trong khéi niém hoan thanh



chwa?

[0 Cac thanh vién nhém cé dang cung nhau chiu trach nhiém vé moi khia canh
cta san pham chung (kiém tht, tai liéu cho ngudi dung, v.v.) ma khong quan tam
dén chitc danh ctia mo6i nguwai khong?

Cong viéc theo Sprint
[ Product Backlog c6 duwgc sap xép theo hiéu biét méi nhat cia nhém khong?

[0 Cac yéu cau va mong muon tir tat ca cac bén lién quan c6 duwgc ghi nhan trong
Product Backlog khong? Ghi nhd: backlog la quan trong.

[0 Khoi lwgng cua Product Backlog c6 thé quan li dugc khong? DE duy tri s6
lrgng hang muc trong gidi han c6 thé quan li dwgc, hdy giit nhitng hang muc chi
tiét & trén cung, con cac hang muc triru twgng ndi chung & dwdi. Sé phan tac
dung néu chiing ta phan tich qua sau vao nhitng hang muc & phia dwdi cua
Product Backlog. Nhitng yéu cau dat ra sé thay doi trong nhitng cudc trao doi
lién tuc gitta san pham dang phat trién va cac bén lién quan hodc khach hang.

[0 C6 yéu cau nao (dac biét la nhitng yéu cau & phia trén cung cia Product
Backlog) c6 thé dugc thé hién tot hon bang nhitng user story doc lap, c6 thé
thuwong Iwgng dugc, co thé danh gia dugc, cé thé wéc lvgng duge, nhoé, va co thé
kiém thtr dugc?

[0 Ban da giai thich cho Product Owner ctia ban vé ng ki thuat va cach dé tranh
n6 chwa? Mot trong nhitng giai phap c6 thé la thém viéc viét kiém thir tw dong
va tai cdu tric vao dinh nghia "hoan thanh” cho moi hang muc.

[0 Backlog c6 phai la mét biéu do thong tin, ma cac bén lién quan c6 thé 1ap tirc
nhan thdy dugc khong?

[0 Néu ban dang sit dung mé6t cong cu ti dong trong quan li backlog, moi nguai
c6 biét cach dé st dung n6 dé dang khong? Cac cong cu quan li tw dong cling
dan tdi nguy co trd thanh s tac nghén thong tin néu thiéu di sy truyén tai thong
tin chu dong t* ScrumMaster.

[0 Ban c6 thé giup truyén tai thong tin bang cac ban in cho moéi ngudi khong?

[0 Ban c6 thé giip truyén tai thong tin bang cach tao ra cac biéu do to va ro rang



khong?

[0 Ban da giup Product Owner sap xép cac hang muc backlog vao céac thoi diém
phat hanh thich hgp hodc trong nhitng nhém wu tién chwa?

[0 C6 phai mo6i ngwoi trong nhém déu nhan thitc dugce liéu ké hoach phat hanh
con phu hgp véi thye té khong? Ban c6 thé thir cho moi ngudi xem Biéu do
twong quan san pham/phat hanh véi thoi gian thwe hién sau khi cac hang muc da
duwgc xac nhan “hoan thanh” trong moi cudc hop So két Sprint. Biéu do thé hién
ti 1é cac hang muc Product Backlog da dugc hoan thanh va nhitng hang muc mai
dwgc thém vao dé cho phép phat hién sém nhitng bién dong trong quy mo hoac
ké hoach thue hién.

[0 Product Owner cta ban da diéu chinh ké hoach phat hanh sau bu6i hop So két
Sprint gan nhat chwa? Chi c6 so it Product Owner da ban giao san pham dwoc
kiém tht day da ding han sap xép lai ké hoach phat hanh mo6i Sprint. Diéu nay
c6 thé sé khién cho mot vai san pham can dwgc phat hanh sau vi c6 nhitng viéc
quan trong hon dugc phat hién ra.

[0 Ban da tirng thir nhiéu cach thic va dia diém cho cac budi hop Cai tién Sprint
chua?

Danh muc kiém tra Lap ké hoach Sprint
[0 Budi 1ap ké hoach c6 dién ra ding gio?
[0 Co6 thanh vién nao thiéu khong? Ly do vi sao?

O Product Backlog c6 san sang triedc budi 1ap ké hoach? Product Owner c6 so
két lai tinh hinh san pham hién tai dau budi lap ké hoach?

[0 Product Owner c6 dwa ra mong mudn muc tiéu Sprint dau budi 1ap ké hoach?
[0 Kha nang cia Nhém Phat trién da dwoc tinh?

[0 C6 nhitng van dé, sy kién nao dac biét anh huwéng t6i kha nang ctia nhom
khong (vi du nghi he, thanh vién nao c6 viéc riéng)?

[0 Nhom Phat trién va Product Owner c6 ra soat nhitng hang muc c6 thé sé phat
trién trong Sprint?



[0 Nhitng hang muc c6 thé sé phat trién trong Sprint da c6 tiéu chi chdap nhan?

[0 Nhom Phat trién da phan ra cac hang muc sé phat trién thanh cac cong viéc
dwa vao Sprint Backlog?

[0 Cac hang muc trong Sprint Backlog da dugc wéc lwong? Product Owner c6 hai
long vGi cam két cia Nhom Phat trién?

[0 Nhom Phat trién c6 tin vao kha nang hoan thanh cam két? Cé diéu gi can lvu y
trong Sprint?

[0 Bubi Lap két hoach Sprint c6 ddm bao khung thagi gian?

[0 DA cap nhat cac tao tac nhw Sprint Backlog, Biéu do6 Burndown?
Danh muc kiém tra Cai tién Sprint

[0 Bubi So két Sprint c6 thiéu thanh vién nao trong Nhém Scrum?
[0 Bubi So két Sprint c6 dién ra ding thoi gian?

[0 Nhom Scrum c6 trinh bay Muc tiéu Sprint?

[0 Nhom Phat trién chi trinh bay nhitng hang muc da hoan thanh?
[0 Product Owner va cac bén lién quan c6 kiém tra san pham?

[0 Product Owner c6 dwa ra quyét dinh chap nhan hoac khong chap nhan phan
tang truong?

[0 Product Owner va cac bén lién quan c6 dwa ra phan héi vé san pham?
[0 Bubi So két Sprint c6 gitt diing khung thoi gian?

Danh muc kiém tra So két Sprint

[0 Nhom Phat trién c6 moi thém thanh vién khac tham gia?

[0 Co6 thanh vién nao cia Nhom Phat trién thiéu khong? Ly do vi sao?

[0 DPia diém, cac van phong pham da dwgc chuan bi? Budi Cai tién c6 dién ra



dang gio?
[0 Moi thanh vién da rd muc dich, quy tac va cach thic thwe hién budi Cai tién?

[0 Co6 ra soat cac hanh dong cai tién ¢ nhitng Sprint tridc? Pa chuan bi cac dir
liéu can thiét cho viéc cai tién?

[0 C6 thanh vién nao khong tham gia tich cyc vao budi lam viéc? Tai sao?
[0 C6 hanh dong cu thé dugc tim ra?

[0 Bu6i Cai tién Sprint c6 giit dung khung thoi gian?
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thuyét quan li thyc nghiém 37
tich hop lién tuc 24, 66, 169, 209

tién d6 14, 22, 46, 50, 51, 74, 77, 95, 100, 111, 114, 116, 140, 145, 148, 150,
200, 212

tiép can lap 13

Time-box 215

Tinh gon 36, 213

t0 chirc hoc tap 105

Trao quyén 163

Trién khai Lién tuc 212, 213

Triét li Agile 38

tru cot 37, 48, 51, 59, 157

trirc quan 46, 114, 140, 144, 150

tuan tw 33, 53, 54

Tuckman 64

tw to chire 22, 47, 48, 61, 62, 77, 83, 133, 157, 206, 214
Tuyén ngbn Agile 17, 23, 26, 27, 30, 36, 40, 42, 62, 214
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wac tinh 43, 81, 92, 100, 116, 122, 124, 128, 137, 140, 143, 147, 151, 175, 176,
177,178, 213, 214, 215

User Story 110, 120, 137, 169, 171, 172, 173, 174, 175, 176, 215

waterfall 20, 53



X
XP 16, 27, 31, 36, 179, 213

Gioi thiéu Hoc vién Agile Hoc vién Agile dugc thanh 1ap v6i mong mudn tré
thanh dia chi dao tao tin cdy, chuyén sau, toan dién vé Agile cing nhitng tri thic
lién quan dén phat trién san pham va d6i mdi quan li trong linh vye kinh té sang
tao.

Doi ngii sang 1ap gom nhitng nguwdi tién phong trong viéc truyén ba va phat trién
cong dong Agile tai Viét Nam mong muon xay dung Hoc vién Agile thanh don
vi tién phong trong viéc nang tam nang lwc sang tao va déi méi vdi nhitng gia tri
vé hanh phtic dich thyc, tinh bang hitu bén chat, va khong ngirng do6i méi sang
tao.
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