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Gidi thi€u chung

Agile Viét Nam 1a t6 chtrc Agile phi Igi nhuin dau tién tai Viét Nam chuyén thtc ddy cac nguyén
tic va thuc hanh phat trién Agile. Ngay tir dau, Agile Viét Nam da 1a mdt t6 chirc dang tin cay dé
truyén ba Agile t6i hang ngan ngudi trong cac nganh, linh vuc khac nhau tai Viét Nam.

Trong 10 nam qua, Agile Viét Nam da dat dugc nhiéu thanh cong trong viéc tac dong tich cuc dén
cong dong. Véi tinh than do, Agile Viét Nam rat tu hao cong bd Agile Vietnam Conference 2023.
Agile Vietnam Conference 2023 nhim ti€p noi truyén théng la hoi nghi tam cd thé€ gisi 16n nhat
va uy tin nhat dugc té chirc béi Cong dong Agile Viét Nam véi trong tam 1a Business Agility.

Agile Vietnam Conference 2023 quy tu hon 30 dién gia va 300 ngudi thuc hanh Agile trong nuéce
va qudc t€ dé chia sé kinh nghiém va thuc tién tot nhat vé Agile. Chit dé ctia hoi nghi nam nay
la Business Agility, tdp trung thao luan vé T6i uu hoa, Tinh lién tuc, B6i méi, Ky thuat s6 va Kha
nang phuc hoi.

Tim hi€u thém thong tin tai
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Sau gcm 2 thap ky Agile vao Viét Nam,
cac ngan hang van dang du’dng dau
véi thach thic rat 1I6n mang tén:

FAKE AGILE

Dién gia
Pham Anh Déi

Hanh trinh Agile vao Viét Nam

The journey of Agile in Vietnam
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Thach thitc rat 16n mang tén: Fake Agile

Sau gan 2 thap ky Agile vao Viét Nam, cac ngan hang van dang duong dau véi thach thite rat 16n
mang tén: Fake Agile

Fake Agile - trang thai ma doi ngli trong doanh nghiép st dung nhitng thuat ngi ctia Agile nhung
cach nghi (being agile) va viéc lam (doing agile) khong phai Agile, ho van lam theo céch ci.

- STATE OF AGILE IN VIETNAMSE BANKS

Pilots in IT and digital Beyond
software Banks: software
development: g development:

5 9/24

15/24 3/24

Source: Hoc vién Agile
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Fake Agile c6 thé xuat hién & nhiéu cap do khac nhau trong t6 chic, tir 1anh dao t6i nhéan vién. Dudi
day la mot sd vi du vé Fake Agile:

O Mét lanh dao noéi ring phai agile di, phai cdng tac v6i nhau, nhung khi c6 16,
khong dat duge muc tiéu thi lai danh gia 16i ca nhan, chia mdi sting vao lanh
dao ctia khoi khac. biéu nay khién cho d6i ngt s¢ hai, khong dam thir nghiém,
sang tao va lam.

O Mot 1anh dao khéi nghiép vu yéu cau Trung tdm Ngan hang s6 phai agile, nén
phai nhanh, phai uu tién, nhung thuc ra lac nao cling ép deadline va khong
cho tir chdi. Agile la nhanh, nhung mudn nhanh thi phai dugc sap x€p uu tién.
Nhung thuc ra tat ca déu coi viéc ctia minh la quan trong va ép thi nhém bi qua
tai. Diéu nay khi€n cho doi ngi bi stress, khong c6 thadi gian dé hiéu rd nhu cau
ctia khach hang va thiét k€ giai phap t6t nhat. Agile la “do right thing” hon la
“do more thing”.

O Mot nhom Agile nhung nhan vién khong bao gid céd y tudng cai thién cach
thitc lam viéc chung. Ho chi lam theo yéu cau ctia khach hang hoac lanh dao
ma khong cé su gop v hay phan bién. Ho khong t6 chiic cac budi retrospective
d€ rat kinh nghiém va hoc héi tir nhau, hodc cé budi dé6 nhung khong ra hanh
dong gi cu thé.

O Khi Agile vao thi toan bo ddi ngti ban hon, méi ngudi tham gia vao nhiéu du an
hon, tir1anh dao t6i d6i ngl khong c6 thoi gian dé tu duy céi thién chat lugng
quyét dinh va nang luc ctia minh.

Hau qua ctia Fake Agile la rit nghiém trong. Boi ngii lam viéc kém cam két hon, ban ron hon nhung
nang suit giam. Ho hop nhiéu hon nhung it y tuéng, quyét dinh dugc dua ra va dac biét it nhiém vu
hoan thanh. Khach hang khong hai long v6i san phadm va dich vu ctia ngan hang. Ngan hang mat di
su canh tranh va sang tao trén thi truong.

\t‘; : - ”/ y
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Vay lam sao d€ tranh Fake Agile va ap dung Agile thanh cong trong nganh ngan hang Viét Nam?
Duéi day 1a mot so goi v:

Can co su cdp thiét cia viéc chuyén déi Agile. Ngan hang phai nhan ra rang Agile khong chi la
mot xu huéng ma la mot yéu té quan trong dé ton tai va phat trién trong boi canh thay déi nhanh
chong ctia cong nghé va khach hang. Tdi quan sat 6 nhiéu ngan hang, khi 1lanh dao phat déng thi
moi ngudi am am, nhung rdi sau mot vai thang, mot vai nam lai dau & do, khong ai gidi trinh gi ca!

Can co sy hiéu biét sau sic vé Agile va cac gia tri cot 16i ctia nd. Ngan hang phéi xay dung mot tam
nhin ro rang vé Agile va truyén dat cho toan bd té chitic. Cac lanh dao phai di dau trong viéc ap
dung Agile va tao diéu kién cho cac nhom 1am viéc linh hoat, tu quan va lién tuc cai thién. Y cta
tdi 1a 1anh dao lam guong. Agile c6 mdt diém kha khéng tot do 1a rat dé dé cac lanh dao mic bénh
ATSM (40 tudng stic manh - illusion of knowledge, illusion of skill). Nhung cai kho 1a khong ai di
diing cam (nhu Agile yéu cau) dam tryc ti€p noi: sép hiéu thé 1a sai roi.

Can ¢6 sy phtt hgp van héa va khong sao chép mé hinh ctia ngudi khac. Ngan hang phai xac dinh
dugc van hoa hién tai ctia minh va diém khac biét so v6i van hoa Agile. T d6, c6 thé thiét k€ mot
ké hoach chuyén ddi phu hgp véi hoan canh riéng ctia minh. Khong nén sao chép mo hinh ctia
Spotify hay bat ky cong ty nao khac ma khong hiéu dugc ban chat va nguyén 1y ctia ching. Toi
thuong noéi véi cac lanh dao ngan hang khi tu van va ca dao tao: cac anh chi khong thé trong ciy
vao bén ngoai nhu chting tdi. Ngan hang can doi ngii chuyén gia vé Agile ngay chinh trong ngan
hang dé phat trién chiéu sdu phu hgp véi chinh ngan hang.

Agile khong phai 1a mot cong cu hay mot quy trinh ma la mét tu duy va mot van hoéa. bé ap dung
thanh cong Agile trong nganh ngén hang Viét Nam, can c6 su cam két cao tir cac lanh dao va sy
thay do6i tur cac nhan vién. Chi khi do, ngan hang méi ¢6 thé mang lai gia tri cao cho khach hang va
doanh nghiép.

fogile

Vietnam Conference 2023




An overview of sustainable workforce
in digital era and how it can help
business growth

Tam dich: Tong quan vé luc lugng lao dong ben viing trong
ky nguyén so va cich luc lugng nay co thé giup cho su
phat trien doanh nghiép

Dién gia
Pham Thanh Pai Linh

e s 0 oA
Gigi thiéu
Ong Pham Thanh Pai Linh 1a Giam d6c tu van tai FPT Digital. Trong hai hodc ba nam gan day, ong
c6 co hdi lam viéc v6i nhiéu cdng ty khac nhau trong chuong trinh chuyén ddi s6 ctia ho. Trong
qua trinh lam viéc, mot trong nhitng cht dé 6ng thay dugc dé cip dén rat nhiéu la sy linh hoat
ctia luc lugng lao dong, cach duy tri luc lugng lao dong va cach con ngudi thay déi trong qua trinh
chuyén déi so.
Do d0, trong bai chia sé ctia minh 6ng mudn lam r6 lam thé nao cong nghé sé c6 thé thuc su thay
ddi cach lam viéc va lam thé nao ching ta c6 thé thay déi ban than trong ky nguyén sé.
Bai chia sé ctia 6ng bit dau & muc cao hon mot chit vé khai niém bén virng va Iy do tai sao moi
nguoi dang noéi nhi€u vé sy bén viing trong ky nguyén sd, thé gigi bén virng cho ky nguyén sé va
cach ma mdt cong ty cu thé co6 thé xay dung luc lugng lao dong bén ving.

(187 Supply is in deficit but improving on
both quantity & quality aspects

RHnam is an attractive destination for high-tach investment
RS (USA) suppased that Vietnam is becoming a new digital
k"l Southeast Asia region
[t such as Samsung, Apple, LG, Foxconn, etc. as
; C like Cisco, Toshiba, ete. e=tahlish a strong
¥ in Vietnam, including R&D

Vietnam wave of inmovative startups n the fisld of
sgy (l.e. Fintech, Proptach. ...} is getting strongar
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Sustainability is a prerequisite for participating in the global economy, and more
and more countries have regulatory mechanisms towards this topic

Couniry Current Status National policy on sustainable development
USA + The 2nd kargest CO2 amitter i the
waar 1o renewable ensngy " . -
L= - Initiator, high mature atcls for suitainabilisglenary Sustainable alliances drive global
+ Research and own care technology Supply chain reorganization
EU
“ Sustainability goals can create
B e e, conflicts, increase influence and
Russia Frst time approved the voluntary program of sustainable devaopiment it form new collaborations
0 proportion of GDP 2030 used on 17 goals
+ -Geopalitics may be strongly influsncad = The lamess exporier of blue hydrogen (Blue Hydro), has 8 ressach stratagy to = : ik
| By = Energy poiloy ST 0 Qreen Tyerngen (Green Hyora) Sustainability has gradually become
China e e e e R e e e a major_ffacto!- to regulate global
bai 3 soma common pelicies with ths world, but competition, improving the
= g ors about ratonal power i ar P
- v The world's No. 1 solar power 7 piot carbon markst test national centralized camon market COUI"ItI')’ 5 pOSItIOI"I in the world
producer construchon plan
Korea - Emenne & mohnology thmes N Qrowth compranensively 6 8 national Vision In the state Commitment to sustainability
—— - Lavted natural reS0LIGas, 30 975 of ] ) (carbon reduction, renewable
. anergy must b imported esgarch, technology development and owards tha ydrogen
S 7 1o become the leading exporter of bydrogen gas in the energy, corporate change,
Si ecienca and has investmen ment before 2050 human resources..) creates
ingapore science and has investment gt Dafor s
St = Devel n pricing mecharesm and a 2030 carbon tax roadmap challengas & Opmmﬂes for
l_'_l T I e ASEAN reqgion & the erqy production sources thanks to technology H H
C il e PG emerging economies
* Liwted rescuses and space
T The demand for sustainability raises
ailan

the issue of redistributing energy
resources, which is the foundation
for creating a new geopolitical order

=

= Forming an alliance of innovatio
community wih 60 leading prival

wology. Building a low-carbor
ations in the country

Tong quan vé bén virng trong ky nguyén sé

Phat trién 1a mot van dé duge dé cap rat nhiéu trong thdi gian gan day. Nhiéu cong ty va qudc gia
dé cap dén cac thuat ngir lién quan nhu khi thai carbon, su bén viing, ESG, muc tiéu phat trién bén
viing (SDGs), dau chan carbon.

Cac qudc gia cling dang thuc hién cac chinh sach dé dat dugc muc tiéu phat trién bén viing. Két
qué hang dau ma chang ta c6 thé thay & day 1a cac qudc gia dang tao ra cac giai phap dé thuc ddy
viéc t6 chuc lai chudi cung ting toan cau. Sau COVID-19, chudi cung ting da thay ddi rat nhiéu, va
viéc t chic lai chubi cung ting dé dam bao tinh bén viing 1a mdt trong nhiing van dé 16n nhat dai
v6i tit ca cac cong ty.

Su bén viing ¢6 thé tao ra nhiéu mau thuan khac nhau, ting cudng anh huéng va hinh thanh cac
hop tac méi. N6 da tré thanh yéu t6 quan trong dé diéu chinh sy canh tranh toan cau & cap quoc
gia, tip doan va doanh nghiép. Pa c6 nhiéu cong viéc dugc thuc hién dé giam thiéu tac dong, sit
dung nang lugng tai tao, thay ddi doanh nghiép va ngudn nhan lyc, ciing nhu xay dung mét luc
lugng lao dong bén viing trong tuong lai.

Cac cong ty trén thé gi¢i da chuin bi cho nhiéu hoat déng phat trién bén viing. 83% cac doanh
nghiép trén toan thé giéi tuyén bd ho trg toan dién cho xu huéng bén viing ctia SDG va xac dinh
chién luge kinh doanh phu hgp v6i muc tiéu phat trién tuong lai. 69% trong s6 d6 khang dinh mot
trong nhitng muc tiéu bén vimng da dugc tich hgp vao muc tiéu kinh doanh ctia ho. Va 40% doanh
nghiép da dua ra cam két c6 thé do luong dugc vé cach ti€p can SDG, 20% trong s6 d6 da dua ra
béng ching cho viéc danh gia tac dong tich cuc.

Cac cong ty nay dat ra cho minh mét s6 muc tiéu. Muc tiéu thir nhat 1a dua cac cdu phan cta SDG
trong cac san pham kinh doanh 16i va chién lugc. Muc tiéu thi hai 1a xay dung quy trinh dé don
gidn héa moi thir nham dat dugc cac muc tiéu da dé ra trong muc tiéu kinh doanh. Muc tiéu tha ba
1a hop tac va chia sé hoat dong thong qua cac nén tang s trong toan bd chudi gia tri, dé cho thé
gi6i biét rang Viét Nam la mot trong nhiing qudc gia theo dudi tang trudng bén viing trén thé giosi.
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Muc tiéu thi tu la tdp trung phat trién nguén nhan luc bén viing dua trén cong nghé dot pha.

Theo quan diém ctia Tht tuéng trong COP27, Viét Nam la mét lya chon thong minh trong tinh hinh
hién tai. Trong b&i cAnh Chau A hién nay, ching ta c6 dia vi chinh tri va kinh té tiém ning trong
chudi gia tri ctia Chau A va toan cau. Mot lién minh kinh té€ da dugc hinh thanh, 1a diém sang ctia
nén kinh t€ Chau A. Van dé 1a v6i sy phat trién nhanh chong tao khi thai cao, chii yéu tir nguyén
liéu chtta ham lugng carbon cao khéng bén viing, khong c6 cong nghé cdt 16i nhu My hay chau

Au; thi Viét Nam can thay déi cach lam viéc va ddm bao phat trién luc lugng lao dong bén viing, dé
nang cao tinh canh tranh trong nén kinh t€ trong ky nguyén so.

Digital Transformation (or Digital Sustainability) is a precious opportunity for Vietnam to
transform from Lower-middle-income to a Developed economy

m k‘:-‘) Vietnam e-commerce
= by GMV [$bil)
L. . Mobile Internet Social Media
Dlgrlal index Connection User User oo
ohoR?
@ Global 8.28b 4.95b 4.62b ) 21
(105% population) (3% population) {58% population) 12 . I
o Viet Nam 156.02m 72.10m 76.95m 2019 2020 2021 2025
(158% population) (73% popuiation) (78% papulation) Source: We Ars Socal & Kepios, 2022; E-canomy SEA 2021

Digital is on top trending and continuously penetrating to many aspects of ourlife

E Digital Government

ECONOMY
TOWARDS 2030

Chuyén déi s6, hay bén viing s6 1a mdt co hoi quy gia dé Viét Nam chuyén déi tir quoc gia thu nhap
thap va thu nhép trung binh sang mot qudc gia phat trién. 150 triéu dan sit dung dién thoai di dong
la mdt s6 liéu cho thay rang chi s6 ky thuat sé dang rat tot ¢ Viét Nam. Ngoai ra, s6 lugng ngudi
dung Internet rat cao so v6i mic trung binh toan cau. Vé ngudi dung mang xa hdi s6 liéu dugc ghi
nhén la 76.95M, nhung con sé thuc té cé thé con 16n hon. C6 dén 78% dan s6 sit dung mang xa hoi,
nhung con s6 c6 thé 1én dén 80%, tham chi c6 thé 1én dén 90% hoic 100% dan s6 dung mang xa
héi nhu Instagram, Facebook, TikTok. Va ching ta c6 mic tang truéng thuong mai rat tot vai ty
suat tang trudng hang nam CAGR khoang 59%. Gan ddy, 6ng Linh ciing dang lam viéc & cip do tinh
dé xay dung ba tru cot ctia ky nguyén s6 ¢ Viét Nam, do6 1a nén kinh t€ s6, xa hoi s6 va chinh phti s6
dé gitip moi ngudi dan tham gia vao thé gidi k§ thuit s6. Pay 1a mot cai nhin téng quan veé thé giGi
s0 tai Viét Nam va cach hién nay ching ta can tich hgp cac thuit ngir bén virng nay.

fogile 2

Vietnam Conference 2023




Tong quan vé luc lugng lao dong bén virng trong
ky nguyén so

The demand for Digital Talents keeps rising but the supply could not meet in

short-term
= S5 is i ficit but improvi
@ High demand for Digital workforce Supply & deficit b, Eimproving on
both quantity & quality aspects

Demand for Digital & (T personne! has continuing increassd » Vietnam has nearly 400,000 IT engineers and conducted more

especially after 2020, The top reasons leading to "hot™ growth in than 50,000 graduation IT-major students each year.

IT parsonneal are: * Ratio of IT laber force / total laber force is about 1% [relatively

+  Vietnam is an attractive destination for high-tech investment. lew rate compared o technology-eriented countries such as
CSIS (USA) supposed that Vietnam is becoming a new digital the USA. South Korea or India). The ratio is sxpected to raise
power in Southeast Asia region. to 2% and along with enhancing the technical quality.

= Tech giants such as Samsung, Apple, LG, Foxconn, etc. as
wall as MNC like Cisco, Toshiba, etc. establish a strong

presence in Vietnam, including R&D
=  Made In Vietnam wave of innovative startups in the field of e T
technology (i.e. Fintech, Proptech, ...} is getting stronger 1% . -
Vietnam Horea India

UsA

IT labor torce [ Total I30or force of E0Mo countries

25 04/0 on quantity & is the rate of annual graduated IT labor force cemparing to the needs of actual demand. However, the Prime
Minister in Vietnam have been sstting future goals te increase digital workforce in both guantity and quality te
30 0/ = tulfill the requirement for digital transformation & innovation.
0 on quality

Vay viéc lam bén viing 1a gi? Nhiéu cong ty chic han da nhan thay su tang truéng rat nhanh vé

nhu cau ky nang so cta thi truong lao dong. Vi vdy, mot trong nhitng cht dé méi nhat ma FPT
Digital phoi hgp v6i cac té chitc phi chinh phi la vé thong tin thi truong lao dong. FPT Digital da
thuc hién cac phan tich dit liéu 16n vé thi truong lao dong thong qua cac thong tin tuyén dung

truc tuyén, bao gom tat ca cac thong bao tuyén dung trén cac trang nhu OPCD, CareerBuilder,
VietnamWorks,.. Va nhan thay ring cac tir khoa sd duge dé cap khoang 80-85% trong tat ca cac mo
ta cong viéc. V€ phia nha tuyén dung, ho luén dé cip dén ky nang sd khi dang tin tuyén dung.

Viét Nam dang c6 mét luc lugng lao dong déng dao. Ly do chinh 1a Viét Nam la diém dén hap dan
cho cac khoan dau tu cong nghé cao. Rit nhiéu tip doan cong nghé 16n nhu Samsung, Apple, LG,
Foxconn da c6 mat tai Viét Nam va chon Viét Nam lam co s6 cho nganh cong nghé thong tin. Vi
vy, nhu cau 1a rat cao, nhung phan cung lai khong dap tng dd nhu cau hién tai. Thuc t€, hién nay
Viét Nam c6 gan 400.000 ky su cong nghé thong tin, nhung chi c6 khoang 50.000 ngudi tot nghiép
chuyén nganh CNTT mdi nam. Ty 1é lao dong clia nhom nay trong luc lugng lao dong tong thé la
rat thap so véi cac nude khac nhu My hay An B, va ching ta mong doi n6 cé thé 1a khoang 2%
hoéc cao hon.

Van dé hién tai lién quan dén sd lugng va chit lugng, cling nhu ty 1é nghi viéc trong luc lugng lao
dong so. Vi dy, tai FPT, khodng 6 hoac 10 ndm trudc ty 1€ nghi viéc trong phong phan mém ctia FPT
la khoang 32% hoic 35%, day la mic rat cao. Du khéng so sanh véi cac linh vuc khac, nhung déi véi
linh vuc outsourcing, day khong phai la mtc ty 1€ tot. Tuy nhién, trong thoi gian qua, FPT da trién
khai nhiéu sang kién dé gitr chan va phat trién doi ngii s6 v6i chi phi thap hon va xdy dung mot moi
truong lam viéc so.

Suy nghi truyén théng rang Ky thuat sé la nhiém vu ctia Cong nghé thong tin v6i nhing thir rat ky
thuét la khong dung.
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Ky nang s6 khong chi bao gom nhiing k§ nang cing ma chtng ta hoc duge tir trusng hoc nhu Al
(tri tué nhan tao), Big Data (Dit liéu 16n), Blockchain, ma con bao gom nhiing kj nang mém. Ky nang
s6 mém tip trung vao tu duy, kha nang thay déi va su tap trung vao cac khia canh khac nhau cta
viéc xay dung san pham. Khach hang 1a trung tam, va qua trinh ra quyét dinh dang 1a méi quan tam
chinh ctia rat nhiéu cong ty.

Nhiéu cong ty dang gip kho khan trong viéc ap dung phan mém céng nghé thong tin. Nhung thuc
té€, k¥ nang so ciing lai dé dé chiing ta thich nghi hon thong qua viéc dao tao nhan vién c6 kha nang
lam viéc vdi tri tué nhan tao, blockchain, va cac cong nghé tuong tu.

Tuy nhién, k§ nang s6 mém lai la moét khia canh kho khan hon. Vi dy, xay dung kha nang tu duy
sang tao va kha nang nhin nhin cong viéc mot cach khac biét.

Khi chting ta bit dau hanh trinh chuyén déi s6, thi nhiéu céng ty, dac biét 1a trong linh vuc san
xuat, tién ich, va dau khi, da lam viéc véi cac cong ty tu nhan va doanh nghiép nha nu6c dé trién
khai Agile Work va Digital Work.

Yéu cau ctia mot luc lugng lao dong bén ving trong thai dai s6 1a gi?

Nhanh nhen:

Cho phép mét t6 chirc tré nén nhay bén véi ca nhiing thay déi bén trong va bén ngoai, dong thoi
trao quyén cho t6 chirc kinh doanh trién khai cong nghé xanh, tiét kiém chi phi va d6i méi, la
nhiing phan co bén cta tinh bén ving.

Trao quyén ra quyét dinh:

Thay vi tip trung trach nhiém ra quyét dinh cho cdp quén ly cao nhét, trao quyén cho cap duéi
chiu trach nhiém thuc hién cac hoat dong nay

Tinh linh hoat:

Lam viéc linh hoat (Hybrid working) dang gitGp tao ra nén tang cho mot tuong lai bén virng hon
va nguoi st dung lao dong can nam bét cac co hoi phat sinh. M6 hinh linh hoat cho phép doanh
nghiép phat trién tu nhién theo thoi gian. H6 trg lam viéc linh hoat 1a mot trong nhiing xu huéng
moéi nhat cho phép cac doanh nghiép c6 thé lam viéc moi liic, moi noi.

Kha nang thich ung:

Tranh ty 1€ nghi viéc qua cao, duy tri mc nang suat phu hgp va dadm béao sy thanh céng trong kinh
doanh. Cac hoat dong dao tao bd sung cho cac ca nhan cé thé sé co6 ich nhiam gitp luc lugng lao
dong thich nghi véi nhitng thay d6i nhanh chéng. Xay dung van hoéa tin ciy va minh bach tai noi
lam viéc.




FPT - Leading Technology Corporation in Vietnam

Revanus from Employees and experts, working Hecog n ized
Technology and Digital across 26 countries outside of
Transformation sector Vistnam Awa rds

$1Bn USD 54,000

Years of experience
daoing business in

Telecommunication =
Media, ICT, Retall, e N STEW/IES
Education and i *"-"*:",3 20021
Finance ssctor 4 T

(Totak $1.88n USD)
Growth of Digital
Transformation Outstand ing
Reverue flgl..l res

<% Gartner

\_.\f peerinsig Fﬂrbes

Offices around tha world Clients in Fortune

and across 63 cities and
provinces of Viatnam

Employees working In
pacy g Leading Brands in Business Seclors of

Vietnam
- Forhes, 2020

Technology consultation
and implementation

Cach FPT xay dung nguon nhan luc bén virng

FPT la cong ty cong nghé dan dau Viét Nam:
Doanh thu 1ty vé Digital trong téng doanh thu 1,8 ty

Cong ty hang dau tai Viét Nam va hién dién tai 26 qudc gia
Van hoa doc dao tap trung cao do vao su sang tao va tu do

C6 hon 54.000 nhan vién lam viéc trong cac linh vuc khac nhau, va da bat dau hinh thanh mét
ngudn nhan lyc bén ving ti rat lau.

Cong thiic ciia FPT trong viéc phat trién nhdn tadi so

FPT’s recipe on Digital talent: A flexible community built on solid structure

] @ @

Digital Transformation Digital Experis Digital savvy
Office community

+ Thecore of Digital Transformation * High skilssts & deep dive into » Ba ready for the changes made by
roadmiap & activities specific technology (Eg: Al, Big Data, digital & technology

« Co-ordinate resources, included Cloud, Blockehain....) « Be the oneto use & make continuous
talents for DX programs improvements on DX
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FPT da bat dau béng viéc thanh 14p mdt Van phong chuyén déi sd. Vai vai tro:
Cot 16i ctia 10 trinh va hoat dong Chuyén ddi s6
biéu phdi cac nguon luc, bao gom cac nhéan tai cho cac chuong trinh Chuyén déi s6 (DX)
C6 cac chuyén gia vé ky thuat s6 dé hiéu nhiing thay ddi can thiét tir cac bo phan khac nhau, tir cac
goc nhin khac nhau.
Va cling c6 cong dong am hiéu vé ky thuét s6 luon sén sang don nhan nhiing thay ddi ctia ky thuét
s6 va cong nghé; sir dung va cai tién lién tuc.
Chuyén d@0i todn bé té chitc dua trén van héa so de€ tao diéu kién cho cdc cd
nhdn
Chuyén ddi s can la cong viéc hang ngay ctia moi ngudi
Phat huy stic manh ctia mdi ca nhan dé dat duge muc tiéu 16n hon ctia cé té chiic
Tuong tac v6i nhan vién: Thong bao, Truyén cam hiing, Huéng dan, Thu hit va Khuyén khich
Nam 2023, FPT ddy manh két n6i ngudn nhan luc vi sy phat trién bén ving véi chién dich Lan tda
hanh phtac huéng téi phic lgi con ngudi. Trong dé c6 ba viéc lam chinh:
1. Pugc lam cong viéc minh yéu thich véi mirc luong va dai ngé xiang dang

 Xay dung chinh sach khen thuéng sao, hé thong thudng xu, khen thuéng

thanh tich
e Tao modi trudng uom tao khéi nghiép ndi bo

2. Chu trong cham lo sirc khée ngudi lao dong
e Cac chuong trinh phat trién trong toan Téng cong ty nhu Happy Run
 Phat trién ho trg bao hiém, theo doi stic khde ngudi lao dong trong mua
dich

3. bong gop cho xa hoi
e Xay dung Quy Hy vong dé phuc vu cong dong
e Mo truong nudi day 1000 tré mo cdi do COVID-19

Diéu chiing ta cé thé lam ngay bdy gid la gi?

 Co chién luge dé dap ting nhu cau luc lugng lao dong s6 bén viing, nhung
cling thuc té v6i cac ngudn luc sén co, xac dinh chinh xac nhu cau & ting
giai doan phat trién doanh nghiép

« Lap day khoadng trong vé nhu cau ky thuat s6 /ky thuit/bén viing & cho ho
co hoi hoc hoi & dat duge nhiéu gia tri hon

e Chuyén ddi thanh mot t6 chic ho trg ky thuit s6 va tang truéng bén viing
v6i sy tham gia cia nhan vién thong qua dao tao mdéi va dao tao lai

Chung ta can bt dau tu trai tim. Khi con ngudi mudn thay déi theo huéng ky thuét s6, bén viing
hay bat ct diéu gi khac, ho can bat dau tur trai tim. Sau do, no sé lan tda vao tu duy cta ho va tu duy
cling sé dich chuyén theo huéng d6. Bat dau tir cac cudc tro chuyén cdng dong va cung cap cac noi
dung dé xay dung hé thong la rat quan trong. Do la tat ca thong diép ma bai chia sé mudn truyén
tai.
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Eﬁ  Digital

Cong 1y tu van chuyén déi sé
Truyén déng luc gilp doanh nghiép khdch hang chl déng trong
viéc dinh hinh tuong lai va trd nén dét pha trén thi truéng.
Tel: 0904689597
Email: fdx.contact@fpt.com
Website: hitps://digital.fot.com.vn/

Dich vu cung cdp

FPT Digital cung c@p cdc dich vy Tu van
chuyén déi s& ndi tréi sau day

| F)) Tu vén chuyén dai s§
B tong thé cho doanh nghiép

i » Tu van ty dong hoa va 18i uu hda van hanh, thac ddy
t&ng Nang sudt

Tu van xa&y dung trdi nghiém khach hang vust 1roi

» Tu v&n déi méi md hinh kinh doanh thdi dai s& van
hanh, nang sudt

- » Tu v@n chuyén déi ha tédng CNTT va an ninh mang

\ci » BAo tao van héa s& va mé hinh 16 chidc chuyén ddi sé

- cho doanh nghiép

72

‘% Tu véin cho cdc tinh thanh
.

F B

® Tu van chuyén ddi s tinh thanh

- '.I =
: < Tu v&n quy hoach phat rién kinh t& xa hoi

¥ 30+ " 20000+ “15+

N&m kinh nghiém, kinh doanh trong cac inh Nhan vign lam viéc trong linh vue tr vén va Nam kinh nghlém trung binh tuvin vé céng
Ve Vign théing, Truyén théng, Céng nghé trién khal Cang nghé nigh® va chuysn ddl 58 cfla mdl chuyén gla
thdng tin, 8an 1&, Giao duc, Tai chinh



Scrum

Tam dich: Scrum: Thuc hién gap doi

cong viéc trong 1/2 thai gian. Pgi da,

tai sao toi khong lam dugc? :
Dién gia
Ethan Soo

Gidi thiéu

Ethan Soo 14 dai dién cho Tién si Jeff Sutherland, ngudi phat minh ra Scrum & khu vire chau A -
Thai Binh Duong, 6ng 1a d6i tac khu vuc va cong su Scrum. Ong bit dau hanh trinh Scrum cta
minh vao khoang nam 2003, khoang 20 nam truéc day. Nhiém vu chinh ciia 6ng la gitap Jeff day

vé Scrum theo ding cach ma n6 duge phat minh ra. Vi sudt nhitng nam qua, éng va Jeff thiy rang
Scrum da dugce thuong mai hoa, va nd khdng con giong voi nhitng gi duge phat minh ban dau.

Rat nhiéu ngudi hoc tir phuong phap nay nhung khéng dat dugce két qua. Ho két ludn rang Scrum
khong pht hop. Scrum khéng hoat dong. Ho can cac phuong phap khac nhu Kanban, DevOps hodc
mot phuong phap nao do6 khac. Vay cau hoi dat ra 13, ban c6 thuc hién Scrum dang cach khong?

Ban c6 tép trung vao nhiing diéu ma ban nén tip trung hay khong? Va dé la diéu Ethan sé chia sé.

Su ra doi ctia Scrum

Hay bat dau véi viéc Scrum duge phat minh nhu thé nao. Rt nhiéu ngudi biét rang Scrum ra doi
vao nam 1993 va dén nam 1995, tié€n si Sutherland dong hanh cung Ken Schwaber dé dua Scrum
dén v6i moi ngudi trén toan thé gisi. Nhung cau chuyén khdng bat dau tir do, cau chuyén bat dau
vao nam 1960, khi Jeff Sutherland tich lily kinh nghiém tir Hoc vién Khong quan West Point, tré
thanh gido su tai truosng DPai hoc va thuc hién cudc chuyén ddi Agile dau tién hodc c6 thé la dau
tién trén thé giéi vao nam 1983 tai ngan hang. biéu dang ngudng md & Jeff la vao nam 1983, khong
mot ai nghi dén viéc c6 thé thay d6i ngan hang, khong ai nghi rang 6ng c6 thé dat dugc nhing gi
ong da dat dugc tai ngan hang. Va diéu nay da dan dén viéc phat minh Scrum va Scrum at Scale.
Scrum da trai qua giai doan kho khan tir 1983 dén 1993, khi 6ng bat dau tai ngan hang va tan dung
thoi gian & ngan hang dé tich liy kién thitc va khong ngliing diéu chinh m6 hinh. Bén nam 1993, 6ng
da hoan thién mo6 hinh nay.
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Agile Adoption

How does your organization measure the success of Agile delivery?

49%
49%

Business valua dellvared

Customer/user satisfaction

elocity 45%

Planned vs. actual stories per iteration 35%
Team marala 3%
Budget vs, actual cost 30%
Cycle time 29%
Defects into production 28%
Planned vs, actual release dates 28%
Iteration burndown 25%

SR St daa 25% Focus on

Bumn-up chart 23% .
WIP (Work in Progress) 2% real business outcome.
Relsase burndown 20%
Detect resalution 19% Agile delivery success is focused on
Custamer ratention 18% (( external measures, with aimost half

Estimation Sccuracy 15% of respondents focused on business

Revenue sales Impact 15% value delivered 49% and custormer

Earned valuz 15% satisfaction 49%. Additionally,
Cumile i 3 r - .
CHmuAke N6 i delivery velocity 45% is seen as
Praduct utilization 2% L
an gaually important measure of
Test pass/fail over tima 12%
Agile success
Scope change In a release %
Individual hours per itaration/ week 9%
Digital.ai | 15th State of Agile Report 10

Chung ta c6 thé hoc duge nhiéu ti Jeff vé nhiing gi 6ng da lam v6i ngan hang. Trén thuc t€, dng
chi mat sau thang dé bién don vi kinh doanh thua 16 nhat tré thanh don vi kinh doanh t&t. Boi véi
tat ca chung ta, diéu do nghe c6 vé khong thé, phai khong? Ong da lam dugc diéu day nhu thé
nao? Piém dau tién, khi dng phat minh Scrum va Scrum at Scale éng tap trung vao viéc mang lai
gia tri kinh doanh, khdng phai chi cai dat quy trinh Scrum trong cong ty va néi rang, “Hay lam theo
Scrum”. Pay 1a diém chu y dau tién. Néu ban dang str dung Scrum hodc Scrum at Scale dé cai thién
té chirc ctia ban, déy la diéu dau tién ma ban phai ddng nhat. Ban can mang lai cac két qua kinh do-
anh ro rang. Diéu do6 c6 nghia la tdng doanh thu, gidam chi phi, khach hang yéu thich san phdm cta
ban, 1a két qua kinh doanh thuc té. Va ban hoan toan c6 thé diéu chinh tat ca cac hoat dong con lai
dé dat dugc cac muc tiéu nay.

Khi Tién si Sutherland dén ngan hang, 6ng nhan ra ring c6 hai van dé quan trong can phai khic
phuc dé n6 hoat dong tét va tré thanh mét “chi€c may” tao ra lgi nhuén tét nhat. Vi vdy, 6ng nhin
vao doi ngii. Ong nhan thdy ring trong ngan hang, doi ngii dang 1am viéc khong hiéu qua, chan
ngit, moi ngudi lam trong trang thai ngt gat va mét médi. Ong da tim cach dé doi ngii nay hoat
dong siéu hiéu qua. D6 la van dé dau tién 6ng can lam, khic phuc van dé ctia doi ngi.

Van dé tha hai ma éng can lam d6 la khic phuc té chie. Khic phuc van dé déi ngd giong nhu ddi
chiéc xe ctia ban thanh mot chiéc Ferrari. Xe ctia ban ¢6 thé chay rat nhanh, nhung néu ban lai
trén duong va gap ket xe sudt thi ban ciing khong thé di chuyén nhanh dugc. Vi du khi ban ¢6 van
dé hay gip trd ngai, ban can bao cao 1én trén nhung quén ly lai mat hai thing dé phan hoi. Diéu do
that vo nghia. Vi vy, dé tao ra mot giai phap hoan chinh, 6ng can tim cach bi€n déi ngii tré thanh
mot doi siéu viét. Va dng can tim cach bién cong ty, ngan hang, trd thanh mot mang ludi téc do
cao. b6 giong nhu mot dudng cao tdc va chiéc xe Ferrari, ban chay rat nhanh. Giai phap ma ong
tao ra dé stra chira doi ngti dugce goi la Scrum, nhu ching ta biét ngay hom nay.

Giai phap ma 6ng da phat minh dé sira chira té chiic, 6ng khong van ban héa né cho dén mai vé
sau, khoang nam 2015. C6 1€ 6ng nghi ring “Moi ngudi dang tan huéng ddi nga tét ctia minh, khong
ai quan tam lam thé nao dé stra d6i ngan hang, khong ai quan tam lam thé nao dé nang cao kha
nang thich ting ctia minh”. Ong da khong dé cap dén né cho dén khi co ai d6 goi dng va noi ‘Chiing
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tdi thuce su can khic phuc t6 chire, chiing toi ¢6 nhiéu hon mot déi. Ching toi c6 40 dodi. Lam thé
nao dé khic phuc tinh hinh nay? Khi nay, Tién si Sutherland méi néi ‘“Tdi da sira chira diéu nay. Ca
hai giai phap dugc phat minh vao cung thoi diém dé giai quyét mot van dé duy nhat, do la cach
mang lai cac két qua kinh doanh cho cong ty. Vi vdy, néu ban dang nang cao kha nang thich ing
ctia minh, ban khong can phai nhin vao nhiing thir khac. Scrum at Scale la mét giai phap rat don
gian, dé st dung da dugc chiing minh tir nam 1983. Moi ngan hang chtng ta nhin thiy déu st dung
no6 theo cung mot cach, va dat duge cung mot két qua.

Chuyén doi d6i ngii thanh mét d6i nhoém hiéu ning cao

Dbé chuyén déi doi ngt thanh mot doi nhom hiéu nang cao, Tién si Sutherland néi phai tap trung
vao bon diéu.

Dau tién 1a hay hoc cach ap dung tu duy Agile. Chi biét vé Agile 1a khong dt. Ban phéi tim cach thay
ddi nhan vién ctia ban dé ho ap dung tu duy Agile trong doi ngdi. Khi ho dua ra quyét dinh, khi ho
lam viéc, khi ho & trong cung mét tinh huéng nao do, hay nghi cach ap dung tu duy Agile. Piéu nay
nghe c6 vé dé, nhung thuc su rat kho khan vi su chuyén ddi Agile la viéc thay déi cach ban lam viéc,
khong chi la quy trinh, ma la cach ban tu duy.

“Attempting to change an organization’s
culture is a folly, it always fails. Peoples’

John Seddon behavior (the culture) is a product of the
system; when you change the system peoples’
behavior changes.”

Structure mm)  System mm) Culture

t

Targets this
By fixing this

SCRUM ¢4
1993 - 2021 Jeff Sutherland & Scrum Inc. -1 @SCALE!\...-j

biéu thir hai la vé viéc tao ra mot cdu tric cong viéc tot. Ban phai c6 kha nang lam diéu d6. Vay
cu trc céng viéc tot la gi? Tai sao lai 1a cdu trac cong viéc tét? Tién si Sutherland cho réng néu
chiing ta muon chuyén déi sang mét van hoa hiéu suit cao, n6 khong chi don gian la thay déi con
nguoi qua mot khoa dao tao 1anh dao. biéu dé khong co tac dung. Ban c6 thé cam thay phan khai
v6i khoa hoc, nhung khi quay tré lai lam viéc, moi thit van nhu ct. Cach duy nhat dé khac phuc la
ti€p cin & muc cdu trac. Do 1a ly do tai sao khi ban ap dung Scrum, diéu dau tién ban can c6 1a doi
Scrum c6 cau trac khac biét so v6i ddi waterfall truyén théng. Sira chita cau trc cdng viéc sé thic
day con ngudi lam viéc theo cach khac nhau théng qua viéc thay ddi cach ban cong tac, chling ta
goi do 1a hé thong cong viéc. Va khi hé thdng cong viéc thay ddi, no sé lan truyén, d€ con ngusi
hanh xtr theo mét cach nhat dinh va thay déi van hoa lam viéc. Vi vay, trong Scrum hodc & muc do
quy md, ching ta ludn thay ddi cau trac va hudn luyén hé thong dé lam viéc va hanh x& theo huéng
ma ban mong mudn, tir d6 tao ra su lan truyén dé thay déi van hoa. b6 1a trong tam ctia 1y thuyét
ndy. Do d6, van dé thir hai ma ban can quan tam 1a liéu ban c6 cau tric ding hay khéng. O muc do
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nhom, Scrum Guide n6i nhom sé tit ba dén chin ngusi. Nhung c6 rat nhiéu ngusi khong lam nhu
vay. Khi toi lam viéc v6i khach hang dau tién ctia minh, ho noéi véi toi rang, “Chang tbi khong thé
tim mot noi nao d€ thuc hién Daily Scrum.” T6i hdi, tai sao? “Daily scrum thi khong dé dang chtt
nao. Team ctia ching t6i ¢6 25 ngudi. Ching t6i khong thé tim phong hop dé ngdi véi nhau moi
ngay”. Nhu vy, van dé la cau tric, Daily Scrum khong phai 1a van de.

Learn to Manage Requirement.
Say NO to useless things.

25% of staff delivering stories customers will use

64% x 70% = 45% of staff delivering stories the customer will
never or rarely use (Standish Group)

30% of staff working on zero value stories
« Lack of direction causes staff to make up work
Unwillingness to prioritize proliferates useless projects

©1993 - 2021 Jeff Sutheriand & Scrum Inc. 28 ‘gs.‘.gCR}lj& G\’

Diéu thir ba ma ban phai quan tdm la quéan 1y yéu cau khi thuc hién Scrum. Ly do tai sao chung ta
phéi quan ly yéu cau? Nghe c6 vé nhu giong 1am viéc theo waterfall, nhung thuc té khong phéi vay.
Dua trén dit liéu ctia Tién si Sutherland, chi ¢6 25% nhan vién dang chuyén giao nhiing thit c6 gia
tri. Phan con lai thi chua chic. Mét s6 ngudi chuyén giao nhitng thir khéng mang lai gia tri, nhung
lai rdt ban ron trong viéc hoan thanh sprint. Va do chinh 1a nhiing gi ban can quan Iy trong Product
Backlog ctia minh. Ban c6 biét cach quan ly n6 khong?

biéu thtr tu ma ban phai lam dugce la quan ly, uu tién, loc ra nhitng story khong mang lai gia tri va
nhiing story c6 gia tri thap, ddng thdi dua nhitng yéu cau c6 gia tri vao hé théng. Vi vay, néu ban
khong quan ly yéu cau ctia minh khi stt dung Scrum, ttc 1a ban c6 mot backlog, ban 1a Product
Owner. Nhung ban dang lam nhiing viéc vo ich. Lam sao ban c6 thé mang lai gia tri kinh doanh
khi ban dang san xuit nhing tha vo ich? Hodc khi ban dang chay Scrum, nhung d6 khong phai la
Scrum nhu Tién si Sutherland sang 14p.

Diéu cudi cting ma ban muon hoc la cach san xuit hiéu qué véi Scrum. Theo Tién si Sutherland,
Scrum la mét khung lam viéc san xuat. Vi vy, nhém Scrum ctia ban, cac ban dang la mét nhom san
xudt, mot nhom ché tao. Néu ban lam viéc trong linh vuc phan mém, ban dang ch€ tao phan mém.
Néu ban lam viéc trong linh vic marketing, ban dang ché tao tai liéu marketing. Néu ban lam viéc
trong linh vuc ban hang, ban dang ché tao doanh sd ban hang bang Scrum. Hay thuc hién qua trinh
san xudt ctia ban mot cach hiéu qua va hoc tu Tién si Sutherland.

Diém quan trong ctia Scrum la viéc tap trung. Tap trung khong chi la hiéu quy tic. Diéu quan trong
la diéu chinh lién tuc dua trén tinh huéng va moi trudng ctia riéng ban.
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Co rat nhiéu yéu to c6 thé diéu chinh trong Scrum. Vi vy, rat nhiéu ngudsi thué mot Agile Coach dé
gitip minh. Ho lam gi? Ho c6 dén dé gidi thich cac quy tic co ban cho ban? Khong, do khéng phai

la viéc ma cac Agile Coach. Ho gitp diéu huéng cau trac, xem xét cdu hinh, diéu chinh lién tuc ciu
hinh va gitp tao ra su thanh c6ng. B6 méi la Scrum.

Trén thuc t€, nam nay 1a 30 nam ké tur khi c6 nhém Scrum dau tién. Vi tu cach la nhiing ngudi
huén luyén va cong su Scrum, Ethan da duge mai vé Boston, noi c6 nhom Scrum dau tién. Va Tién
si Sutherland da noi vé nhiing diéu nhém Scrum dau tién da dat duge. Ho dat dugc 10 1an gia tri véi
mot phan mudi gia thanh. Do 1a sy tang truéng mot tram lan dua trén Scrum. Vi vy, néu ban da
hoc Scrum va cé ngudi nodi véi ban rang, chi can tuan theo cac quy tic Scrum, né sé tu dong hoat
dong ky diéu, moi thir sé tot dep, thi xin 16i diéu do khong chinh xac. Giong nhu viéc choi cau 16ng,
hiéu quy tic co ban 1a ban c6 thé choi duge, nhung ban can ti€p tuc ty rén luyén ban than, diéu
chinh cho phu hgp véi méi trudng, véi tinh hudng ctia ban, Va do sé 1a Scrum ctia riéng ban. b6 la
cach ban lam dugc gap déi cong viéc v6i mot nira thoi gian.

Scaled Agile Framework (SAFe)

Scrum@Scale/Scrum of Scrums

Lean Management

™~

Agile Portfolio Management (APM)

#Scrum@Scale

% market share, less than 5 years.
The fastest growing framework in the world.

Spotify Model

Enterprise Scrum

Large Scale Scrum (LeSS)

Disciplined Agile (DA)

///

K 18 years.
Recipes for Agile Governance in the 11 Vea rs.
Enterprise {(RAGE)
8 years.
Some other framework 4
Not at all sure
13% 26% Both
Agile practices for IT and Agile practices for company-wide 31%
Software development teams Digital Transfarmation

Nhin vao Scrum at Scale, Beyond Scrum, Multi-Team Scrum va thi phan hién nay ctia ching, thi
Scrum at Scale da tré thanh phuong thirc kinh doanh tang truéng nhanh nhat trén thé gisi. Mac
du, n6 moéi chi xuat hién chi trong vai nam gan day. N6 hiéu qua, dé trién khai, rii ro thap va hiéu
qua vé chi phi. Nghe c6 vé nhu la mét trong nhirng mé hinh t6t nhit ma ban c6 thé sit dung, ban
nghi sao vé diéu nay?
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CiAgile

Scrum@Scale

Kién thuc gbc tu
Tién si Jeff Sutherland

KHUNG QUAN LY DA NHOM
NOI TIENG THE GICI

PUGC TIN CAY BOI
GO gle amazon 3M ls-\‘;::Iri‘:z.toLife.” =. MiCI‘OSOﬁ I

va cdc cong ty Fortune 100 hang ddu khdc.

Coéng ty tu vén va ddo tao Agile ddu tién va duy nhdat &
Péng Nam A ducc xdc nhdn bdi Sutherland, cha dé cua
Scrum va Id ngusi dong ky tén vao bdn tuyén ngdn Agile.

Cl Agile d& giup hang trdm t6 chiic chuyén déi thanh cong
cdch lam viéc, cung cdp cdc ngudn luc va kién thuc can
thiét dé ddp ung nhu cdu va thuc day két qud kinh doanh.
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DEVELOPING AGILITY

Why our agility hasn’tbeen improved?

Tam dich: Phdt trién su linh hoat
- Tai sao su linh hoat clia chiing ta
khong dugc cdi thién?

Dién gia
Nguyén Khic Nhat

Quan sat 1: Tt ca cac loai chiing chi hién nay déu khong
tao ra két qua

Diéu dau tién quan sat dugc la ¢ vé nhu 1a tdt ca cac loai chiing chi hién nay déu khong hiéu qua.
Dau tién va thong thudng khi cac nhéom va cac té chliic mong mudn ap dung Agile, Scrum 1a cac

ban phai di hoc. Viéc ddy chic chidn la dung. Thé nhung n6 khong hiéu qua, khong tao ra su thay
ddi. Ly do chti yéu la cac ban thi€u k§ nang thuc té€. Lay vi du mot vai tro rit bé trong mot nhoém
thoi, la Scrum Master, cac ban dugce hoc vé rat nhiéu tht lién quan dén quy tic ctia Scrum, rdi cach
thirc t6 chirc ctia Scrum, cac sy kién trong day,... Th€ nhung ma, ky nang lai khong tang. Vi du bao
Scrum Master phai quan sat, thé€ nhung c6 ai day Scrum Master cach dé€ quan sat dau, quan sat nhu
thé nao? Bao ho phai laing nghe nhung ma ling nghe nhu thé nao thi khong ro.

T4t ca nhitng k§ nang nho nho ki€u nhu thé nay, ky nang quan sat, kj nang dat cau hoi cuc ky
ménh mong. Pay la nhiing ky nang. La nhiing cai ma chiing chi sau mét dém khong co dugc.

Day la quan sat thir nhat. Nhirng thir nhu thé nay khéng thé giai quyét duge sau mot dém, ma phai
dién ra lién tuc va né doi héi su thuc hanh c6 cht dich, c6 cha tam trong mot thai gian dai.

Viéc 1dy chiing chi thong thuong chi nén dugce xac dinh 1a giai doan dau, tic 1a giai doan thiét 1ap
nhom. bay la mot viéc cuc ky dé va doan sau mdéi kho.
Quan sat #2: Mo hinh “Agile hero” khong hiéu qua

Quan sat thir 2 1a 6 trong mot té chiic thong thuong 1a cé mot ngudi rat la hiing tha véi § tudng vé
Scrum hodc Agile, thong thudng la nguai da di hoc, tham dy héi thdo hoac ham md mot chuyén
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gia nao ddy. Nhung ma mo hinh nay khong hiéu qua, béi vi ban than ho khong tao ra duge su dnh
huéng. B&i vi néu lanh dao khong c6 mot tam nhin dé huéng dén sy linh hoat thi khong bao gic
¢6 nhiing sy dau tu cong sirc va chi phi hay chdp nhan nhing rii ro. Bt cir mot chuyén ddi nao
cling ¢6 rii ro cé va bat ¢t su thay déi nao n6 ciing co6 chi phi ca. Néu ma khdng c6 tam nhin xa
thi khong ai dau tu dai han va chi nhin vao nhitng cai ngan han. Cho nén d6 la Iy do tai sao chiing
ta méi noi la & trong nhitng don vi ma ¢6 1 hay 2 ngoi sao sang huéng téi Agile 1a khong dtt ma can
phai tiép can tir trén xudng. Phai c6 cai ti€p can véi doi ngii 1anh dao ciia cong ty va chap nhan
rang minh phai c6 su chuyén déi.

Mindset

Toolset Skillset

Vira thiéu, vira yéu

Quan sat #3: Su linh hoat ctia mét ca nhan khong chi nim
6 ky nang

Khi n6i dén yéu t6 vé con ngudi, ching ta dé cap dén ba yéu té tu duy, cong cu va k§ nang. Trong
do6 thi thi€u nhiéu nhat 1a tu duy. Vi tu duy cuc ky kho thay déi. Nén sé cuc ky kho khan cho cac
chtt doanh nghiép, cho cac truéng nhom ma gap phai nhiing nhan vién, nhiing quan 1y ¢6 chip.
Ngugc lai, cic nhom nao cai cdm dugce tu duy phat trién (growth mindset) thi sau ddy moi thir sé
di dé hon rat la nhiéu. Nhirng 1anh dao nao, nhiing truéng nhom nao c6 tu duy phat trién va dua
dugc tu duy ay xudng bén dudi thi qua trinh chuyén déi clia nhom hay té chirc day sé chi dong
hon rat nhiéu. Ngudi c6 tu duy phat trién thi thong thuong sé chap nhan sy thay d6i nhiéu hon va
day chinh la tién dé cta su linh hoat. Co hoi bay gi¢ ¢ bén ngoai co rat la nhiéu, nhung v6i mot tu
duy dong khung minh sé chi nghi dugc theo mot huéng va khong nhin ra duge nhiing thay doi:
khong 1ang nghe thi truong, khdng nhan ra duge nhing thay déi trong hoan cénh kinh doanh va ra
quyét dinh mot cach rat cing nhic. T4t ca nhiing yé€u t6 nay thi déu lién quan tu duy. Cho nén néi
chuyén, chia sé vé tdm nhin quan trong khong kém gi 1a thuc hanh ky nang. C6 ky nang roi biét dit
cau hoi, biét quan sat, biét t6 chiic cudc hop nhu thé nao nhung tu duy chua tét thi ciing khong
dugc.

Y

Quan sat #4: Su linh hoat ctia to chitc khong chi nam & con
nguoi
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C6 quan tam

Khéng thay ddi
Structure 7 e

Strategy

To transform, not to change
Chuyén déi Agile ma chi tip trung vao con ngudi la khong da. Hién trang & Viét Nam c6 thé quan
sat thay la dau day cac doanh nghiép quan tam kha kha dén con ngudi, tirc 1a cdng ty nao cling
cho di hoc, cdng ty nao cling mai giang vién vé té chirc day khoa nay day khoa kia, bao gom nhiing
khoa k¥ nang, té chitc cac hoat dong hoc tap. Mot vai cong ty thi thay déi dén cac quy trinh nhung
phan 16n chi ding lai & mic dd quy trinh nhém, con nhitng quy trinh van hanh 16n thi gan nhu la
khong dé y dén. Cong nghé thi cling it dugc quan tam, chil yéu la ap dung khung nay khung no.
Con cau trac va chién luge thi gan nhu la khong thay d6i. Van dé 1a chan thap khong thay ddi thi
lam sao c6 thé anh hudng dugc dén bén trén?

Quan sat #b5:
Van héa hoc tap
giup xay dung su linh hoat

Informal
Learning

Non-formal
Learning
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Nhiing doanh nghiép xay dung dugc van hoa hoc tép, van héa phat trién ca nhan thi ty 1€ chuyén
ddi Agile thanh cong cao hon. Tic la ngudi ta cang san sang thay ddi, san sang cap nhat nhiing cai
moi, sdn sang cip nhat tinh huéng méi, sn sang hoc cai méi, thi lai cang tot.

Dé viéc hoc dién ra thir nhat la can phai xac dinh hoc dé 1am gi. Thir 2 14 cac hinh thirc hoc tap
dugc chia thanh hoc chinh quy va phi chinh quy. Trong dé, hoc phi chinh quy 1a hoc thong qua
viéc lam, cac seminar & cong ty, hoc thong qua viéc sép giao viéc cho nhan vién, ddy goi 1a hoc phi
chinh quy. Vay ching ta (néu c6 quyén) thi phai biét cach tao ra méi truong dé moi ngudi hoc, tao
ra nhiing chinh sach, loai bo cac rao can.

P4 P
Tong keét
V6i quan sat nhu vay trong khudn khd théi gian ngén thi ¢6 ba diém can ghi nho:
Cac t6 chirc can ti€p can mot cach téng quan, toan dién dé huéng dén su linh hoat

M&i ca nhan ciing phai xay dung bd nang luc toan dién huéng dén su linh hoat

Moi trudng hoc tap/céi tién 1a can thiét dé co su linh hoat




CodeGym la hé théng dao tao Idp trinh
hién dai theo md hinh Coding Bootcamp dau tién
tai Viet Nam. CodeGym duogc sang |ap véi s ménh
mang dén mot gidi phap dao tao nghé 13p trinh chat
lugng cao cho ngudi Viét, gép phan tao ra co hdi nghé
nghiép méi cho bat ky ai dam mé cdng nghé va trd
thanh don vi chd lyc cung cdp nhan lyc CNTT.

0 0

TRUNG TAM THANH PHO HOC VIEN

SAN PHAM VA DICH VU

CODING BOOTCAMP

FULL-TIME

DAO TAO PART-TIME

DAO TAO TRUC TUYEN

- 6 thang - Tester, Java back-end - Cac khoa ngdn dao tao ki nang | - Fresher va Junior developer
- Dam bdo viéc [am -Paotao tirconsé 0 F00g ngne - D8I tac lau dai
o _ X . C6 gidng vién huéng dan
-Bitddutusd 0 - Hoc tap trung tai céc trung tam
R ) . - Hinh thic hoc két hop tu hoc
- Hoc t8p trung tai cac trung tdm va ¢6 gidng vién huéng din

Website: codegym.vn

Hotline: 0989.534.458

Email: info@codegym.vn




Tam dich: Cach ddi pho véi khiing hodng

Dién gia

Tran Nhan Quy

Ong Tran Nhan Quy la Giam déc diéu hanh ctia Zuhlke Vietnam - day la moét don vi c6 ngudn
goc tit Thuy ST va mé rong hoat dong sang Chau A, bao gom Singapore, Hong Kong va gis day
1a Viét Nam. Ong Quy bit dau sy nghiép tir vi tri 1a 1ap trinh vién, sau do tré thanh quan 1y du
an va cudi cung tré thanh truéng don vi Delivery. O cong ty truée, 6ng da co kinh nghiém quan
1y mdt ddi ngl khoang 100 ngudi. Gan day, ong chuyén sang cong ty moi va ddm nhan vai tro
Giam doc diéu hanh. Ong c6 kinh nghiém lam viéc v6i nhiéu moi trusng doanh nghiép khac
nhau, cing nhu nhiéu linh vyc tir sdn pham, tu vin dén cdng nghé thong tin cong cong, dich vu
tai chinh va cham soc stic khoe.

Bai chia sé vé cach doi pho thuc té€ véi khiing hoang hoac tinh huéng kho khan tir goc nhin vé
viéc chuyén giao trong cac du an phan mém hodc moi truéng san pham. Bai chia sé c6 bon ndi
dung chinh:

e Khiing hoang trong phan mém la gi?

e DéE doi pho voi khiing hoang, cac ky thuat lién quan dén quan ly rii ro la gi, n6 hoat dong
nhu thé nao trong Scrum?

e Khi khiing hoang xay ra, cac ky thuit khac nhau ma ching ta c6 thé sit dung dé déi pho
v6i khiing hoadng la gi?

e Vacudi cung la diém dang ghi nhé.

f>gile
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Khing hoang trong phan mém la gi?

Khiing hoang luén lién quan dén tam giac vang ctia mot du an phan mém, bao gom ngan sach, thoi == _
gian va chat lugng. Nhung con mot khia canh khac. Trong méi du &n phan mém, ludn tén tai muc E
tiéu kinh doanh, du d¢ la giam chi phi cho t6 chirc hay cai thién hiéu qua trong t6 chirc. Néu du an
khong dat dugc muc tiéu kinh doanh, ciing sé tao ra khing hoang.

Ong Quy ciing chia sé hai cdu chuyén vé khiing hoang & hai mic do khac nhau trong du an:

Cau chuyén vé khiing hoang & mitc td chitc: “Do la sy co xdy ra tai cong ty cia toi, khi ching toi

c6 khodng 200 ngudi lam viéc. Chiing téi thué toan bo toa nha van phong, tang 7, vao khodng 8 nam
trude, mot vu hdéa hogn xdy ra vao budi toi trong van phong. N6 xay ra vao ban dém. Sang hém sau,
khi moi ngudi dén van phong, ciia van phong da bi dong. Canh sdat ¢ mdt, chdn moi ngudi vao van
phong. Va moi nguoi dugc dua vé nha. Vu viéc nay xay ra va mdat nhiéu tudn dé nhan vién cé thé quay
trd lai van phong lam viéc. Trong thoi gian nay, co rdt nhiéu tinh huéng khiing hodang.

Moi ngudi da cting tham gia va lam cdc viéc khdac nhau, bao gom thué van phong backup, di chuyén
tdt ca may moc ra ngoai. Chiing téi cting c6 mot trung tam di lieu trong van phong. Lam thé ndao dé
khoi phuc trung tam dit lieu? Va quan trong nhdt la chiing téi la mot trung tam phat trién theo hinh
thiic offshore. C6 rdat nhieu du an dang chay va cdn thoi gian dé hoan thanh. Lam thé nao dé xit ly van
deé nay vdi tdt ca khach hang, lam thé nao dé thong bdo, lam thé nao dé diéu chinh thdi gian dy dn véi
tat ca khach hang. Diéu nay thuc sy tao ra rdt nhieu ap luc, khiing hoang lén xdy ra doi vdi tat ca cac
du an.”

Cau chuyén vé khiing hodng & mitc ca nhin va nhém: “Chiing t6i dang van hanh mot sén phdm lién
quan den ban vé. Cé khdach hang 6 Anh muodn cdi tién mot tinh nang trong qua trinh dang ky nguoi
dung. Khi nguoi dung nhap dia chi 6 Anh, ho muon xac minh tinh hgp lé ctia dia chi nay. Vi vay, ho st
dung mot dich vu bén ngoai, néu nguoi dung nhdp dia chi, chi can chuyén thong tin dén dich vu bén
ngoai khac dé kiém tra tinh hgp lé cia dia chi va cai thién chdt ligng dit lieu. Diéu nay rdt don gian.
N6 dugc chuyén dén nhém scrum dé phan tich, trién khai, truc tiép. Chung téi da thuc hién no trong
sprint va trién khai n6 vao san phdm, khi khach hang cé sy kién, thi sé c6 ngudi dung truy cdp vao

heé thong dé mua vé va diéu dau tién ho can lam la dang ky mot tai khodan. Nhung van dé la hé thong
khong thé tao tai khoan va né tao ra mot khiing hoang lén cho khach hang va dgi sén phdm. Vay ly do
la gi? B&i vi dich vu bén ngoai da bi tam nging trong thai gian nay. D6 chinh la van de quan Ly i ro.
Trong qua trinh phdn tich, chiing t6i da cho la moi thit luén én dinh. Chiing téi gia dinh rang dich vu
nay luén hoat dong va chiing téi khéng thuc sy quan ly dugc van de la lieu diéu gi sé xay ra néu dich
vu bi tam ngung? Néu dia chi khong hgp lé, chdt lugng khong tot, van cé cach dé cai thién, nhung vin
deé lan nay vé cung nghiém trong vi né ngan chan ngudgi dung stt dung hé thong, tu viéc dang ky vao
heé thong. Ddy la mot vi du rdt nhd vé khiing hoang trong mot sé du an.”
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Ky thuit lién quan dén quan 1y rii ro 1a gi

Identification

PMBOK
1SO31000
OCTAVE , Communication
Agile Risk
Management

e
=
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7
73
2
0

<<

Mitigation

Néi vé quan 1y rii ro, né ludn xoay quanh nam buéc sau: Xac dinh, danh gia, giam thiéu, giam sat va
giao tiép.

Trong do, bue dau tién 1a bude quan trong nhat trong quy trinh. Budc nay ludn bit dau voi viéc
kinh doanh chung. Béi vi noi vé rti ro, khong phéi van dé gi méi. Mot cong ty thuc hién rat nhiéu
du an, rat nhiéu kinh nghiém, nhin chung van dé nay thudng dugc cac t6 chic nadm bét. Vi vay,

né thuong trai qua cac khia canh khac nhau, cac quan diém khac nhau tir t6 chirc. Cho du do la
chat lugng, hiéu sudt, tai chinh, nhu cau, nguon luc va ké hoach. Ban c6 thé st dung mot cong cu
risk radar. D6 1a mdt phuong phap rat dién hinh, gitp hinh dung rai ro. Va quan trong nhat, la dé
quan 1y rii ro, viéc xac dinh can phai 1am ngay tir dau du an, do la trong cudc thao luan dau tién
v6i khach hang can bat dau xac dinh rdi ro va cé cach giai quyét. Hoac ban ciing co6 thé bt dau voi
phén tich SWOT, diém manh, diém yéu, co hdi va méi de doa. Hodc tham chi ban chi can tap hop
nhom du an lai dé bdo néo (brainstorming) vé cac rdi ro tiém an.

Vé cong cu quan Iy rii ro, ching ta c6 thé sir dung file Excel dé theo doi rii ro. N6 kha la phé bién
trong hau hét cac té chirc. Ngoai ra, cling c6 cac cdng cu/plugin co sdn trong Jira gitip ban theo
doi ri ro.

Trén day la Iy thuyét chung vé quan ly ri ro. Vay cau hoi dit ra 1a: ching ta c6 can thao ludn vé rai
ro noéi chung trong Scrum khong? Trong Scrum, khéng c6 su kién nao noéi vé quan Iy rii ro. Piéu
nay c6 dang khong? Cau tra 16i la khong.
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Sprint planning: backlog items,
sprint goals, and uncertainty

Froduc! Owner Scrum Mostes

Daily scrum: risk of reaching sprint
= - goals

Scrum foom Vi ehodders
Mambors

Sprint Review: business and
technology risks may impact to your
Product Backlog item

Buindown Chort

A @ Sprint Retrospective: past risks,

Froject Rehospechive

Mactng iIssues and lessons learned are
reviewed

Visual Q Paradigm Sprint

Trén thuc té, trong mdi su kién ctia Scrum, c6 nhiéu cach khac nhau dé thao luén vé viéc xac dinh,
giam sat, danh gia rti ro. Trong qua trinh 14p ké hoach Sprint, chling ta thao luin vé cac backup
item, cac muc tiéu ctia sprint va tdt nhién la sy khong chic chin c6 thé xay ra trong Sprint. Vi vay,
day la thoi diém ma cac rti ro duge xac dinh, thao ludn va mot s6 hanh déng cling dugc 1én ké
hoach thuc hién. Trong cudc hop Scrum hang ngay, chiing ta thao luan vé tt ca rai ro ngan can
chang ta dat dugc cac muc tiéu Scrum. Trong Sprint Review, chiing ta xem xét tién do va xem xét
cac rii ro c6 thé ¢6 trong cac hang muc backlog. Su kién Retrospective ciling la thoi diém hoan hao
dé rat ra bai hoc kinh nghiém, xem lai nhiing gi da xay ra, cling nhu lap ké hoach hanh dong dé
ngan ngua rii ro xay ra Sprint ti€p theo. Ban than Sprint cling la mét khung quan Iy rii ro, nhd vao
tinh 1ap ctia nd. N6 gitip chung ta rat ra bai hoc kinh nghiém, cai thién va tranh mic phai sai lam
tuong tu.

Cac ky thuat khac nhau ma chiing ta cé thé st dung dé d6i
pho v6i khing hoang la gi?

Véy diéu gi xay ra néu cudc khiing hoang tan céng chiing ta? Thong thudng nhiéu ngudi sé nhay
thang vao viéc phan tich nhom, ai la ngudi gay ra van dé nay, ai la ngudi co 16i. Day khong phéi 1a
cach lam ding. Ngoai ra, vi tinh k§ thudt nén nhém thudng xuyén tép trung vao gidi phap nhanh
nhat, nhung diéu thudng xay ra, do 1a gidi phap ban dau lai khong phai la giai phap tot nhat.

Khi gap phai khiing hoang nhom, ban can tuan theo céac budc sau:

O Budc dau tién 1a canh bao. Khi ¢6 riii ro xdy ra, chiing ta can canh bao, can
nhd su gitp dd, can tim cach dé bao cdo van dé 1én trén. Va trong trudng
hop rii ro quan trong hodc nguy hiém, ching ta can kich hoat phéan ting
khting hoang.

O Budc thr 2 1a giai clru. Rui ro xay ra sé tao ra rat nhiéu ap luc cho doi ngi. Va
sau khi canh béo, chiing ta can giai cttu doi nhom.

O Budc thir 3: Can c6 mdt ké hoach dé phuc héi.

O Budc thir 4 1a ngan chidn van dé nay dé khong xay ra vao lan sau.
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Trong mdt cudc khiing hoang 16n hon, & cdp dd cong ty, chiing ta can t6 chirc nhém xir Iy
khting hoang. P6i khi né doi hoi rit nhiéu cong viéc va doi khi ban can lam viéc v6i cac nhoém
khac nhau. Vi du vé van dé van phong bi chay, ban c6 thé tim mot van phong khac, van phong
du phong, lién lac véi tat ca cac dy an khac nhau dang bi anh hudng va xac dinh mot chudi lién
tuc gitta cAc nhom lam viéc nay. Va quan trong nhat la duy tri mot su can bang. Ban can khic
phuc van dé, nhung cling can c6 mot cai nhin tong thé dé ngan chin cac van dé sdp t6i. Va con
diéu gi nita? Hay cham soc ban than that tét, vi trong thdi ky khiing hoang rat cang thang va sé
tén rat nhiéu nang lugng khong chi ddi véi ban ma con déi véi ddi nhom ctia ban. Diéu nay la
rdt quan trong. Néu ban dang trai qua mot cudc khiing hoang, hay tap trung vao diéu dung dan.
Hay xem khiing hoang la mét co hdi dé cai thién.

biém dang ghi nhé

O Hay thiét 1ap mot hé thong quan 1y rii ro cho dyu an ctia té chic.

O Hay yéu cau su giup dd khi can. Béi vi khi khting hoéng 16n xay ra, ban
khong phai la ngusi duy nhét c6 thé “ctu thé gisi”, diéu do la khong thé.

O Dbung vdi vang tim gidi phap qua sém. Hay hiéu ro tac dong trude va tuan
theo mo hinh.

O Hay c6 mdt cai nhin téng quan.

O Hay linh hoat, va thich tng nhanh chéng.
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Dan dau thi trudng Internet tai Viét Nam, VCCorp |la
ngudi di tién phong trong tat ca cac linh vuc phuc vu
trén 50 triéu ngudi dung internet

Gan 30 website
thudc s hiru doc quyén

Top 3 cong ty

phat hanh game trén

nén tang di dong vdi
thuong hiéu Sohagame

Haon 200

website uy tin

Hé sinh thai
chuyén da6i s6

BizFly

Phuc vu
hang ty lugt xem
moi thang

La don vi
xay du'ng Lotus

mang x& hoi do ngudi
Viét Nam lam chu.



How to Transform from IT-focused Agile
fo Business Agility, Success Patterns for
Transformations

Tam dich: Cich chuyén doi tu linh

hoat tdp trung vao cong nghé thong -
tin sang linh hoat trong kinh doanh, % / OlaGedenryd
mo hinh chuyén doi thanh cong N/

Dién gia

Su linh hoat trong kinh doanh la “Khé nang canh tranh va phat trién trong thoi dai ky thuat s6 bang
cach phan ting nhanh chong v6i nhiing thay déi cta thi truong va cac co hdi méi biang cac gidi phap
kinh doanh s6 sang tao”. Chiing ta can dua co hdi kinh doanh ra thi trudng trong vai thang thay vi
vai nam.

Agile c6 nguon goc tir cong nghé thong tin, dng khong?

Néu ban quay lai thoi di€ém ra doi ban tuyén ngon Agile nam 2001, c6 17 ngudi da dén Utah vao
thang 2 nam 2001. T4t ca déu co xuat phat diém tur nganh cdng nghé thong tin.

Scrum ngay nay la mot quy trinh duge sir dung rit phé bién. D6 1a mot cong cu thuc su tuyét vai.

Nhung nhu ban thy, lan trién khai Scrum dau tién la vao nam 1994, tic 1a gio da la gan 30 nam ké
tir ngay d6. Nhung tai sao rat nhiéu cong ty van phai vt 1on dé tao ra két qua kinh doanh thuc su

sau 30 nam hanh trinh? D6 la diéu ma tat ca chiang ta nén suy ngam.

Néu Scrum 1a khéng da dé dat dugce su linh hoat trong
kinh doanh thi sao?

Chung ta can mdt cach ti€p cin toan dién hon mot chit. Ching ta can phai di tir cap do toan td
chitc dé tao ra mot van hoa céi tién lién tuc va hgp tac. Chung ta can phai lam viéc dé chuyén déi
tw tu duy 14y dy an lam trung tam sang tu duy 14y sdn pham lam trung tam. Chang ta nén thuc su
tap trung vao viéc cung cap dung gia tri cho khach hang.

Diéu dau tién la vé cach tiép can toan dién.

Tranh xa tinh trang silo trong cong nghé thong tin: That dé dang dé tao ra cac loai silo khac nhau.
Mot silo gitra kinh doanh va cong nghé thong tin, hay chiing ta khong thuc su c6 su tin tuéng?

T6i khong quan tam ban dang lam gi, mién la ban cung cdp nhing gi tdi muon. Day la mot van dé
chtng ta dang gap phai.

Bit dau t6i da hoa dong gia tri trong toan bd té chirc: Quay trd lai, liéu ching ta c6 thé hoc dugc
diéu gi tur lich str? Chuing ta c6 thé rat ra diéu gi ti lich sir, khi ching ta da giai quyét nhirng van dé
tuong tu?
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by reducing the non-value addmg wastes.”""

Taiichi Chnn

Day la cau ndi ctia Taiichi Ohno, cha dé ctia hé thong san xuat Lean. Diéu d6 da dugc thuc hién
cho nganh san xudt tir nhitng nam 50. Cau hoi ltc nay 13, liéu ching ta c¢6 thé ap dung tu duy
tuong tu d6 cho phat trién san pham khéng? C6 thé. Cé rat nhiéu tha thuat, nhung chiing ta
can thuc hién mot phuong phap ti€p cin toan dién.

Va nhiing gi ching ta c6 thé lam, khi néi vé su linh hoat trong kinh doanh. Pay la diéu chiing ta
muon dat dugce, nhanh chdong tao ra két qua kinh doanh thuc su. Va nhiing gi chting ta ¢6 thé ¢
sau d6 la mét hé diéu hanh dé dat dugc su linh hoat trong kinh doanh.

Hé thong &iéu hanh phu hgp véi Business Agility

Select SAFe configuration
SAFe 6.0 OVERVIEW. ESSENTIAL LARGE SOLUTION PORTFOLIO FULL

BUSINESS AGILITY

Enterprise Solution Delivery s Lean Portfolio Management

Strategy & Investment Funding
B ~ =
== e 5]

Lean 53‘;1;"‘5 Coordinating Trains. Continually Evolve : :
Enginaefir and Suppliers Li Herms :

v v Lk ' Lean Govemance Agile Portialio Operations
Agile Product Delivery . . Organizational Agility
] » "

u LTXXY) a
Customer Centricity Develop on Cadence Lean-thinking People Lean Business
& Design Thinking Release on Demand and Agile Toams i Oparations
tunlmmr )
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AaEAFE | scaien asns & Bl g, e

,\)g le

Vietnam Conference 2023



O trung tAm ching t6i c6 mot danh muc gitp gidi quyét ding nhu cau ctia khach hang. Véi tu
cach 1a mot té chiic, chiing ta can nang cao nang luc. Va day 1a bay nang luc c6t 16i ma ching
toi ap dung: Cung cap giai phap doanh nghiép (Enterprise Solution Delivery), Quan Iy danh muc

Business opportunity Business opportunity
emerges leveraged

QUICK RESPONSE TO "f‘
BUSINESS OPPORTUNITY

U 4B
N

L W "
- Sense Fund Organize Connect to Deliver Pivat or Deliver value Learn and

opportunity MVP around value customer MVP persevers continucusly adapt

2 — 6 months to Minimum Viable Product

dau tu tinh gon (Lean Portfolio Management), Su linh hoat ctia t6 chitc (Organizational Agility),
Van hoéa hoc tap lién tuc (Continuous Learning Culture), Phong cach lanh dao Lean-Agile (Lean-
Agile leadership), Linh hoat vé ky thuit va nhom (Team and Technical Agility), Chuyén giao san
pham linh hoat (Agile Product Delivery).

O phia dudi, chting tdi c6 phong cach lanh dao Lean-Agile. Ching ta can cé nhitng nha lanh dao
thuc sy hiéu duge nhiing gi ngudi khac dang lam va dan dit su thay déi tré thanh mot té chic
van hoa mai.

» Chiing ta can tu td chic thanh cac nhom, nhu mot nhom.

» Ching ta muon dua tu duy Agile vao t6 chic nhu mét 16i hita vé tu do.

» Nhiing gi chiing ta can dé nang cao nhan thitc chung véi diéu do.

P Chtng ta ciling c6 thé chuyén sang cac giai phap bd sung & day. No sé trd

thanh mot giai phap 16n.

Nhiing gi ching t6i thuc sy muon lam 1a bat dau suy nghi nhu mot cong ty khéi nghiép. Chung
toi co6 mot s thir goi la khdi nghiép tinh gon (Lean Startup) nhung thuc té€ chiing t6i khong thé
thuc hién cong viéc trong vai thang, thim chi véi tu duy ct c6 thé mat nhiéu nam. Nang luc
khac biét ma toi vira chi cho ban 1a & day. Khi nang cao trinh do nang luc ctia minh, thi ching ta
c6 thé thuc hién cac huéng dan ro rang, sau do6 ching ta c6 thé thuc su chuyén giao cho khach
hang.

Hay tap trung vao két qua kinh doanh thuc su: La mot cong dong, chiing ta can tip trung vao
day. Lam thé nao chung ta c6 thé cung cap nhiing thir phu hgp cho khach hang? Lam thé nao
chiing ta c6 thé cong tac véi tit ca moi ngudi? Va bang cach lam nhiing diéu ding dan, chung ta
thuc su c6 thé tao ra gia tri tuyét vai cho khach hang ctia minh.
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Pay 1a mot sé t6 chirc trén khap thé gisi da ap dung hé thong diéu hanh ctia SAFe trong nim nay:

Trusted by the world’s leading brands

Aircraft/ Airines Automotive Energy
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v" = —— Bt
Financial Services Telecom Government
B seva Urns X rnc Swer Bl Carter  oiirsioso @ va @ i
Nordea waridpay s i
: m e % ! § Tolafdnica FP ==  Verizomn o
i Metlife By b} N @GFBI
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Al foed) B omacie  DHILIDS Anthem®% 57 Cgna  ®CVSHeglh  Humama
e
SIEMENS teradata. Western Digital ohaenafchmcn ¥4 asen pepuanenTe A et T A

T6i dén tu Thuy Dién, moi ngan hang, cdng ty bao hiém, co quan chinh pht déu st dung m6 hinh
nay dé mang lai su linh hoat trong kinh doanh cho té chirc ctia ho.

Hinh mau da dugc chitng minh

Cau hoi la, chting ta c6 thé lam gi va nhu thé€ nao? Cé cach nao, c6 mot s6 hinh mau da duge ching
minh nao da dugc ap dung cho té chiic khong? C6. C6 mot mo hinh da dugce chiing minh dua trén

Q29

mo hinh 8 budc “dan dit sy thay d6i” ctia Kotter. Vay cac bude do la gi?

1. Hinh thanh lién minh ddn ddt manh mé, Tam nhin va
Chién lugc cho Chuyén doi

» Bit dau véi cau hdi TAI SAO ching ta nén thay ddi, két qué kinh doanh hitu hinh
» Tao ra mot tam nhin rd rang c6 thé kéo ban vé phia truée

P Tao ra mot chién lugc dua trén OKR manh mé

» Cac nha lanh dao dang tin ciy trong t6 chiic ctia ban

Diéu dau tién, can dam bao chung ta thuc sy hiéu rang day la mot su thay ddi vé van hoa. D€ chuidn
bi tao ra su thay ddi vé van hoa, chling ta phai ¢6 nhitng ngudi lanh dao dong hanh va can bat dau
trudc tién véi cau hoi Tai sao. Tai sao chung ta phai thay d6i? Chiing ta nén trién khai Agile hay
mot phuong phap chuyén déi khac? Ching ta da ting trién khai Scrum hodc bat clt diéu gi. P
khong phai la 1y do. Ly do la dé giai quyét nhu cau thuc sy cho té chire, nhiing néi dau ctia té chirc.

Bén canh d6 1a tao ra mot tam nhin manh mé va ly do thiic ddy ma tat ca chiing ta c6 thé lién két
véi thir sé kéo minh tién vé phia truéc moi ngay khi di lam. Va sau do, cach dé thuc su dat dugce tam
nhin d6 1a ddm béo rang chung ta tao ra mdt chién luge. Va mot cach thyce sy tuyét voi la tao ra
mot chién luge dua trén OKR manh mé.
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2. Dao tao cic Giam doc diéu hanh vd Lanh dgo, bat dau Qudn 1y danh muc
dau tu tinh gon (Lean Portfolio Management)

» Chuyén déi van hoa cho mot méi trudng phirc tap véi nhiing tu duy va hanh vi méi

» Cac Giam doc diéu hanh Gng ho viéc chuyén déi la chua dt; ho phai dan dit chuyén ddi

» Bit dau Quén ly danh muc dau tu tinh gon dé chuyén tir tu duy 14y Dy an lam trung tam
sang tu duy 1dy San pham lam trung tdm va mét t8 chic hoc hoi nhanh.

Sau khi ching ta da tao ra tam nhin, chi€n lugce tuyét voi, dat duge su thong nhat vé 1y do tai sao,
thi chiing ta can toan b td chiic bit dau suy nghi theo mdt cach méi, bt dau hanh dong theo mot
cach méi. Diéu nay dang voi su chuyén déi. Va viéc cac giam déc diéu hanh néi, toi sé ho trg cho
ban la chua da. Khong. Cac nha lanh dao, cac Giam ddc diéu hanh phéi dan dat su thay déi.

Chuing ta khong bao gid c6 thé thay d6i néu khong doi thoai, néu ho khong chiu trach nhiém va
dan dat su thay ddi. Va cong cu thuc su gitip ho dan dit su thay déi d6 1a Quan Iy danh muc dau tu
tinh gon.

3. To chitc xoay quanh gid tri

» TG chitc mot hdi thao Nhan dién Dong gia tri (Value Stream identification) dé xac dinh:

» Gidi phap ciia chiing ta

P Cach chiing ta t6 chitc moi ngudi xoay quanh gia tri cho khach hang

» Noi thiét 1ap Quy trinh chuyén giao lién tuc (Continuous Delivery Pipeline) véi DevOps
Budc dau tién, t6 chirc xoay quanh gia tri. Nhiing gi chiing toi 1am thuc su 1a xac dinh cac gia tri
ctia minh. Khi lam diéu d6, chung t6i tao ra sy lién két. Vay giai phap ctia chiing t6i ¢ day la gi?
Chung phu hgp v6i moi truong nhu thé nao?

Chiing ta nén t6 chitc moi ngudi xoay quanh tat ca nhitng diéu d6 nhu thé nao?

bay la giai phap, con ngudi clia ching t6i, vdy ching toi nén thiét 1ap cac quy trinh nhu thé nao?

4. Xdy dung t6 hgp nhom Agile hiéu sudt cao

» Huén luyén, cd van va dao tao moi ngudi va cac nhém thanh té hgp nhom Agile
hiéu suit cao
» Tu duy hé thdng, t6i uu Gidi phap hoan chinh, khong phai tirng nhoém riéng 1é

Chung ta da nghe nhiéu vé DevOps, c6 bao nhiéu ngudi da nghe vé DevOps & day?
Lam thé nao dé ching ta thiét 14p quy trinh ctia minh? Lam thé nao dé chtng ta tao ra day chuyén

san xudt sd ctia minh? Tat ca nhing th d6 sé xuat hién khi chiing ta st dung cach nhén dién tot
nhat nay va tu té chiic xoay quanh ching.

Tat nhién, diéu d6 tao ra té hgp nhom hiéu suit cao. Khong chi mot nhoém cac doi, ma la té hop
nhom cta cac ddi khac nhau. Nhung sau d6 can dam béo ring ching ta hd trg ho suy nghi, chiing
ta toi uu hoa dir liéu, toi uu hoa gidi phap ctia minh.

Chting ta thuc su ¢6 mot muc dich chung v6i tu cach la mot t6 hgp nhém cé hiéu suét cao. Va day
la diéu ma chung ta can phai lam viéc cting nhau.
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Chung ta can hudn luyén, ¢6 van cho ho, ban can lam viéc dé thuc su danh gia cac nhom dé. N6
giong nhu trong thé thao, ban can phai 1a mot huan luyén vién va dé 1a mot doi hinh xudt sic
thuc su.

5. Ldy khdch hdang lam trung tdm va Tu duy thiét ke trong qudn 1y sin pham

» Phuong phap ludn cho mot t6 chitc 1ay Khach hang lam trung tam
» Tu Feature Factory dén Giai quyét nhu cau thuc sy ctia Khach hang

Quan ly san pham la mot nhiém vu cuc ky quan trong. Chung ta lién tuc lam viéc dé hiéu thi
truong, dé hiéu danh muc dau tu nao la nhu cau thuc sy. Ching ta mudn ti€p tuc kham pha vé viéc
gidi quyét cac nhu cau thuc su ctia khach hang. Va tu duy thiét k€ la mot cong cu giap ching ta lam
diéu do.
6. So do chudi gid tri (VSM) va gidi thiéu Quy trinh chuyén giao lién tuc v6i
DevOps

» Lap ban do6 chudi gia tri va bat dau do luong cac chi s6 vé ludong

» Xay dung van hoa cong tac gitra Dev (Phat trién) va Ops (Van hanh) trong Chuyén giao

lién tuc
» Ap dung tu duy Tinh gon, thir nghiém khach hang nhé véi kha nang hoc héi nhanh

Budc cudi cuing 1a sau khi xac dinh dugce cac luong gia tri, ching ta phai xac dinh cac nhom, sau
do vach ra cac luong gia tri dé xem liéu c6 nhu cau vé tinh nang hay giai phap nao khong, sau do
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chting ta c6 nhan cong, cac budc ti€p theo sdp thuc hién la gi. Khi vach ra ludng gia tri do, chiung ta
sap x€p moi ngudi xoay quanh do, sau do bat dau do luéng dong chdy cta gidi phap do cho dén khi
chuyén giao, khi d6 chling ta sé thuc su c6 thé tao ra su linh hoat trong kinh doanh tuyét voi.

Két luan

Su linh hoat trong kinh doanh la mét su thay déi vé van hoa vugt ra ngoai Agile trong cong nghé
thong tin
Bay nang luc cot 16i cho phép Dong gia tri linh hoat trong kinh doanh hién thuc hoa cac co hoi kinh

doanh trong vai thang thay vi vai nam

SAFe la mdt Hé diéu hanh dé dat dugc sy linh hoat trong kinh doanh gitip ban chuyén déi nhanh
hon, rti ro thap hon véi cac mé hinh chuyén déi da dugce chiing minh.
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Business Agility builds
enterprises optimized for
value delivery

Tam dich: Business Agility xdy dung " Dieaigt

Gerald Cadden
cdc doanh nghiép dugc tot vu dé mang
lai gia tri

Su linh hoat trong kinh doanh ddi v6i nhiéu doanh nghiép ngay nay chinh xac la dé ton tai. Nhung
su linh hoat trong kinh doanh nghia la gi?

Su linh hoat trong kinh doanh la kha nang canh tranh va phat trién trong thoi dai ky thuét s6 bang
cach nhanh chéng phan ing v6i nhiing thay déi cta thi truong va cac co hdi méi biang cac gidi phap
kinh doanh ky thuit s6 sang tao.

Mot phan rat quan trong ddi véi dinh nghia nay do 1a vé kha nang phan tng nhanh chong. “.. phan
ting nhanh choéng véi nhitng thay déi cta thi truong va cac co hoi méi”

Su phan ting nhanh choéng can tdi uu hda ludng gia tri lién tuc cho khach hang. Dé dat dugce diéu
nay, ban phai: Ap dung Quan ly Dong Gia tri (VSM) va tich cuc quan 1y dong gia tri.

ddSAFe 6,0

& $ o Is® BUSINESS AGILITY 3emm &
Suuicn

Dpardaaral e Sreaars by ives Woalusn Hirame W e et

;;;;;;

£ il ;z

f:_i;lll
L H

s ’v
-
Baaluiann Toans oy tifaivn A
4 — li . LU &
Eiixpd —
e g md e - zn | .8
...... p
' L a0 g ¥
‘!: Wlimant  tebOaned " o : i &

The Scaled Agile Framework is the world’s leading Framework

for Business Agility.

Scaled Agile Framework 1a khung co s& kién thitc vé cac nguyén tic, thuc hanh va nang luc tich hop
da dugc ching minh gitp dat dugc su linh hoat trong kinh doanh béing cach st dung nhiéu nguyén
tic, bao gom Lean, Agile, DevOps, Tu duy hé thdng va Quén ly san phdm.

Khung lam viéc ap dung Quan ly dong gia tri dé t6i uu hoa ludng gia tri lién tuc cho khach hang.

Quén ly dong gia tri (VSM) la mot nguyén tic 1anh dao va nguyén tic ky thuat cho phép dong gia tri
kinh doanh t6i da thong qua vong dsi chuyén giao gidi phap dau cuoi.
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Muc dich ctia quan Iy dong gia tri 1a dé dam béo rang cdng viéc tao ra gia tri c6 thé tién hanh troi
chay va lién tuc trong toan t6 chtec.
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2 Scaled Agile, no

Quén ly Dong Gia tri cht yéu lién quan dén danh muc dau tu, doi hoi nang luc Lanh dao Chién
lugc va Lanh dao Chié€n thuat. N6 can co su hiéu biét va ap dung tu duy Tinh gon, kién thirc vé kinh
doanh, ky thuat va quy trinh, cing nhu anh huéng chién luge va chién thuat.

Trong cac doanh nghiép nho, ban c6 thé c6 mot ngudi quan ly dong gia tri (Value Stream Manager)
riéng dé quan Iy viéc nay. Tuy nhién, thyc t€ va su phirc tap ctia cac doanh nghiép va san pham s6
sé doi hoi su két hgp clia nang luc 1anh dao véi nhitng k§ nang nay.

Trong SAFe, d6 la su két hgp gitta nhitng ngudsi dadm nhan vai tro Chi doanh nghiép (Business
Owner) va vai tro 1anh dao trén cu tric td chic Agile Release Train (ART) hoac Solution Train.
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ART & Solution Train Triads Lean Thinking Business Owners
(Tactical VSM Leadership) Principle (Strategic VSM Leadership)

Specify products and outputs Specify value and outcomes

"
Organize around value _ Define the value stream
Identify flow interruptions _ Sponsor flow improvements
Understand customer needs _ Understand business needs
Lead incremental improvements _ Lead radical improvements

D Scalod Agile, Inc

Vietnam Conference 2023




Lanh dao dong gia tri chién thuat (Tactical Value Stream Map Leadership) chju trach nhiém t&i uu
hoéa hiéu qua ctia Dong gia tri phat trién. Trong khi do, Lanh dao dong gia tri chién lugc (Strategic
value stream map leadership) chiu trach nhiém xac dinh gia tri sé dugc chuyén giao, xac dinh KPI
huéng chiing ta t6i viéc nhan ra céc lgi ich kinh té€ hitu hinh va cung cdp anh hudng chién luge can
thiét dé xac dinh, uu tién va thuc hién cac cai tién hé thong.

Lean Thinking @
[ [ ] ] ;
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ART & Solution Train Triads  Leon Thinieg P” " ci p |es
(Tactical VEM Laaderibin) Prncipie

Specify products and outputs Speciy value and outcomes

.=. _f' Precisely specify value by product

Organize around vaks Define the valug stream
Identify the Value Stream for each product

ldentity flow Intermuptions Sporsar fow |mpravements

Undersiand cusiomer needs Understand business needs

Make value flow without interruptions
Lead incremental improvemernts. Load radical improvements

© Scaled Azl e

Let the Customer pull value from the producer

Pursue perfection

Su két hgp nay dugc cling ¢d bdi tu duy tinh gon. Méi Nguyén tac Tinh gon thiuc diy tu duy va
hanh vi ctia Lanh dao Chién lugc va Lanh dao Chién thuit.

Vay Nguyén tdc Tinh gon dnh huéng dén dong gid tri nhu thé nao?

Nguyén tic dau tién ctia tu duy tinh gon nhan manh tam quan trong ctia viéc hiéu nhu cau ctia
khach hang va dinh lugng gia tri vén c6 trong cac sdn pham va dich vu duge cung cép.

Nguyén tic SAFe #1 1a hay nhin tir goc nhin kinh té

Trao d6i gia tri 1a hai chiéu; khach hang nhan dugc nhiing 1gi ich hitu hinh nhu tang nang suét, su
hai long,... Doanh nghiép dat dugc doanh thu, tiét kiém chi phi va khach hang trung thanh.

KPI dugc st dung dé do ludng gia tri mang lai cho khach hang.

Dugc hé trg boi Tu duy thiét ké va Lay khach hang lam trung tadm - cung cap dung san pham cho
dang khach hang vao diung thai diém.
Ldy khach hang lam trung tdm la tu duy tap trung vao viéc tao ra nhiing trai nghiém tich cuc cho

khach hang. Bong thai, Tu duy thiét ké tp trung vao viéc tao ra cac san phadm mong mudn co 1gi
nhuén va bén viing trong sudt vong dsi san pham.

Cac td chtic 1y khach hang lam trung tdm cung cap céc giai phap toan bd sdn pham (whole -
product) phtt hgp dugce thiét ké voi su hiéu biét sdu sic vé nhu cau ctia khach hang.
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7 Project

Business opportunity Business opportunity
emerges leveraged (or too late?)

o_ .- mmmmm 18 - 24 months =— .. _‘

@ Scaled Agile, Inc.
Nguyén tic tinh gon s6 2 14 xoay quanh gia tri; sy linh hoat 1 lam diéu nay v6i cac nhom dugce trao
quyén bén bi, trong khoang thai gian ngén, v.v.

Rt nhiéu doanh nghiép van ap dung cach phat trién theo tiing giai doan truyén thong, khéng du
stic canh tranh hodc phan ing véi thi trusng ngay nay. Trong khi, gia tang su linh hoat & cap do
nhom hoac sy linh hoat c6 quy md khong cai thién diéu do.

Organize around value

- . S e e o P ED S N Ty
i e
Toigeis et Value Streams
REPEAT FOR PRODUCT LIFETIME
& F— =
i = B e B R |
= - Development
= Defl sev  Build  ses Vaildale eee  Role @
— gErgstob; gy i iz e Cﬂll Value Streams|
——— =X c Sy B | Feature MNow incromant
A -8 i i request plhseiiy
8 4 B m = b
R .- e - sk REPEAT FOR PRODUCT LIFETIME
8§ & - ] . . -
g Lo g =g ¥ Continuous execution around value
e : B - o [ Continuous Delivery Pipeline ——————————
+ o, \ .
o AGILE RELEASE TRAIN oo™ Canlintais
> ¥ A Delivery Pipeline
gnn‘linut_rus ?onﬁnu?us gan.t[rluou&
Ir
#100rgamze around value L @ -9 -#9-@ ReleaseonDemand @& - & @-@ -@
© Scmad Aghs e
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Nén tang ctia quan Iy dong gia tri 1a TS chilic xoay quanh gia tri; d6 1a mdt khai niém quan trong
trong nguyén tic SAFe #10.

Trong khi, Nguyén tic Tinh gon #2 ctia SAFe tip trung vao viéc quan ly dong gia tri thong qua
Dong gia tri phat trién.

s sthe sogs stk
(ﬂ\ /D @iﬁ\@(‘i\@ﬂﬁ\
o L LN = —_— e
Business Phl.‘;;dn:l:‘:l Hardware Software Quality Testing Comgpliance Operations Security
i,f - AGILE RELEASE TRAIN ™~ (.‘
Request @
g - :ﬂ & : g&ﬁ-’. "' 2&:‘& Solution

Chuing ta c6 mot Giai phap xac dinh va xac dinh Dong gia tri phat trién dé cung cép giai phap,
nhung 14y nhan sy & dau?

bé dat dugc su linh hoat trong kinh doanh, cac Dong gia tri phat trién phai c6 nhitng con ngudi tin
tam s& hitu day da cac ky nang va kinh nghiém dé cung cap giai phap cho thi truong, chir khong chi
phat trién va thir nghiém giai phap. Chung ta can thu hat nhitng ngusi nay khoi hé théng phéan cip

va silo. Chuing ta thu htt nhitng ngudi ching ta can va dé ho cong hién cho Ludng gia tri phat trién.

Nguyén téc tinh gon sd 3 ndi véi chung ta vé ludng gia tri tao ra cho khach hang khong bi gian
doan.

Trong bt ky hé théng luéng nao, c6 08 vi tri phd bién ma luéng c6 thé bi gian doan.

1. Hang dgi. Cac hang muc cdng viéc duge cam két hoan thanh va khong c6 kha nang sap x€p
thir tu uu tién d€ t6i da hoa gia tri mang lai.

2. San pham dé& dang. Qua nhiéu cong viéc dang ti€n hanh sé can tré ludng.
3. Phan hoi. Phan hoi cham tré tir khach hang va cac bén lién quan.

4. Chinh sach. bi budc phai tuan thi cac chinh sach Quan liéu hoac dinh huéng theo quy
trinh, du 1a theo nhom hay toan cau, c6 thé can tré ludng lam viéc.

5. Nat thit cd chai. Khong di ngusi, ngudn luc hodc cac rang budc khac sé han ché luéng
xuyén suot toan hé thong.

6. Nhin su. Hé thong phai dugc thiét ké dé t6i da hoa su tip trung cia moi ngudi va giam
thiéu su gian doan.

7. Ban giao. Qua nhiéu céng viéc ban giao gitta nhitng ngudi dang lam viéc.

8. Nhém (batch). Moi hé thong déu c6 gi6i han vé dung lugng. Cac nhom nén duge thiét ké
v6i ludng téi uu.
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Clear the Value Stream of wasteful activities that delay
solution delivery

o 0
, Lt Define LT Build LT Validate . Release I .E‘I u

Hﬂq it Exisrns
Cumi peear

Solution

I TOTAL DURATION |

To identify waste and delay, apply Value Stream Mapping

Lap m6 hinh Dong gia tri phat trién va do ludng hiéu suit la chia khoa dé loai bo cac hoat dong
lang phi lam tri hoan viéc cung cap giai phap.

bé xac dinh ngudn goc ctia sy cham tré, ching toi ap dung so do chudi gia tri (Value Stream

Mapping).
" ..\
, —p  Define @ Build ELa Validate .@a Rolease | . {}:
Rogquast i
FProcess Time . l..d-a.}'s- 5--25'3;'5 ) n-:--.rs- 1 .:.Ia;r. o
2 week (wait Z day fwait | 3 days (wait |
Delay Time for avadabadity) for scheduling) for approval)
- - o

So db chudi gia tri 1ap mé hinh chubi hoat dong dau cudi trong Dong gia tri phat trién; chung ta
do thai gian can thiét dé hoan thanh cong viéc va thdgi gian chd gita cac bude. Cu thé hon, no
trong nhu thé nay.

Chuing ta xac dinh cac khu vuc cai tién, xac dinh va uu tién cac hang muc hanh dong.

» PT = Process Time (Thoi gian x{ Iy) - Thai gian lam viéc thuc t€ dugc ap dung
& mdi budc dé tao ra dau ra mong mudn, duge do tur khi bat dau mot bude
cho dén khi hoan thanh.

» FT = Flow Time (Thdi gian trién khai) - Téng thoi gian dé xr Iy mdt hang muc
cong viéc.

» DT = Delay Time (Thdi gian tré) - Lugng thdi gian nhan réi gitta cac buéc,
dugc do tur khi hoan thanh cong viéc 3 mot budce cho dén khi bat dau cong
viéc & budc tiép theo.

» %CA = Percent Complete and Accurate (Phan tram hoan thanh va chinh xac)
- Phan tram dau ra ttr mot budc c6 thé st dung duge & budc ti€p theo. Nhom
tinh toan %CA ctia mot bude & cac budc tiép theo.
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#1 Visualize and Limit WIP ft2 Address Bottlenecks #2 Minimize Handoffs and

L | [T v s Dependen::ies'
" ‘ " om "
e ' | L]
s BT
= | L f oy [ ]
== T A e -
- FRE FRE .
g --II-" p
#4 Get Faster Feedback #5 Work in Smaller Batches i Reduce Queus Langth
ea ; ""_‘m"'
"o - ¥ =g
Ld 8T e = ks
HNE —=rt _ — 2 .m
#7 Optimize Time 'In the Zone’ #8 Remediate Legacy Paolicles
and Practicas
|25 .

B B ga b

Sau khi xac dinh dugc cac van dé, chiing toi can giam thiéu chiung va dé lam duge diéu do, ching
toi ap dung tam Flow Accelerator nay.

1. Truc quan héa va Giéi han cong viéc dang lam

2. Giai quyét nat that ¢d chai

3. Giam thiéu cac cong viéc ban giao va sy phu thudc
4. Nhan phéan hoi nhanh hon

5. Lam viéc theo nhém nhé hon

6. Giam do dai hang doi

7. T6i uu hoa thoi gian “trong tam tay” (in the zone)
8. Khic phuc cac chinh sach va thuc hanh cii

Nguyén tic tu duy Tinh gon thir tu dinh hu6ng Quén ly Dong Gia tri &€ cung cap cac gidi phap ma
khach hang day/kéo vao thi truéng dua trén nhu cau cta ho thay vi thic ddy cac gidi phap dua
trén nhiing gi ho nghi khach hang can.

“Pull”:

i " Small, frequent releases of what
Push”; matters 1o the customer

Big, infrequent, overengineered releases

— Lﬁi — 0 ‘.‘ /date eee Releas

i \
lhi 1] l’l
|
Whal producer Whal cuslome ¥ J
thinks customer reqlly nead \ |
neecs \_\ [ |
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Mot lan nita, Ly khach hang lam trung tam va Tu duy thiét k€ dong mot vai trod quan trong & day.

Hon nira, chiing ta can tach biét phan Trién khai v6i Phat hanh. Chuing ta can trién khai va thir
nghiém kha nang cta giai phap trong san xudt theo yéu cau ma khéng dnh hudng dén khach hang.
Nhung khi diéu kién thi trusng phu hgp hodc khi khach hang can, ching ta ¢ thé phat hanh chang.
Hay nghi vé tac dong ctia viéc phat hanh ban cip nhit LinkedIn so v6i viéc phat hanh ban cap nhat
kha nang diéu huéng cho mét chiéc Boeing 787.

Dong gia tri la mot thuc hanh lién tuc khdng ngung tdi uu hoa dong gia tri dé theo dudi ludng va
chat lugng tdi da.

Nguyén téc tinh gon s6 5 dinh huéng dong luc khong nging theo dudi sy hoan hao.

Bat ky t6 chiic nao theo dudi sy hoan hao trong viéc chuyén giao déu phai thuéng xuyén danh gia
dong gia tri dua trén cac muc tiéu hiéu suat da xac dinh va dé lam dugc diéu do, chiing ta can cac
chi s6 dinh lugng va dinh tinh dé ho trg viéc ra quyét dinh hiéu qua.

Trong SAFe, chiing ta do luong & moi cap do. Ching ta do luosng Ludng, Két qua va Nang luc.

#44SAFe 6.0
ﬁ A o 33 BUSINESS AGILITY 3038 &
. B
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4 & SAFE Serum s DevOps Measure
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SAFe la mot Khung lam viéc dua trén luong dugce t6 chiic xoay quanh Dong gia tri. Do do, ching ap
dung cac Chi s6 luong nay dé xac dinh mitc d6 hiéu qua ctia mot Doanh nghiép trong viéc cung cip
gia tri.

Cac chi sd két qua gitp xac dinh liéu cac nd luc ctia té chic ¢ tao ra lgi ich kinh doanh mong muén
hay khong.

Cam két Su linh hoat trong Kinh doanh doi hoi trinh dé chuyén mén dang ké trong 07 nang luc c6t
16i. Mac du mbi nang luc c6 thé mang lai gia tri mét cach doc 1ap, nhung ching ciing phu thudc 1an
nhau theo nghia la Sy linh hoat trong kinh doanh thuc sy chi c6 thé hién dién khi doanh nghiép dat
dugc sy tinh thong trong tat ca nang luc.
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TTA - Tap trung vao cac Nhom Agile hiéu suat cao va Nhom ctia cic Nhom (Teams of Teams) dé
tao va ho trg cac giai phap kinh doanh mang lai gia tri cho khach hang ctia doanh nghiép.

APD - Tap trung vao viéc thuyc thi va khach hang, ddm béo tao ra cac giai phap dang, cho diang
khach hang, vao ding thai diém.

ESD - Tap trung vao viéc ap dung cac nguyén tic va thuc hanh Lean-Agile vao dic diém ky thuat,
phat trién, trién khai, vin hanh va phat trién cac giai phap thuc-ao (cyber-physical) tinh vi.

LPM - Tap trung vao viéc diéu chinh chién lugc va thuc thi, ap dung cac phuong phap tu duy hé
thong va tinh gon vao chién luge va ngan sach dau tu, van hanh danh muc dau tu Agile va quan tri.

OA - Nhiing ngudi co6 tu duy tinh gon va cac nhom Agile trong toan doanh nghiép tdi uu hoa cac
quy trinh kinh doanh, phat trién chién lugc véi cac cam két méi ro rang va quyét liét, dong thai
nhanh chong diéu chinh té chirc dé tin dung cac co hdi mai.

CLC - Tap trung vao viéc tré thanh mot té chitc hoc tap, cam két cai ti€n lién tuc va thtc ddy van
hoa déi méi.

LAL - Tap trung vao cac Nha lanh dao Lean-Agile thuc ddy va duy tri sy thay déi ctia t6 chtic va
vin hanh xudt sic bang cach trao quyén cho cac ca nhan va nhom dé khai pha tiém nang 16n nhat
ctia ho.

Team and Technical Agility (TTA)
5.00

Continuous Learning
Agile Product
Culture (CLC) Delivery (APD)

T

Enterprise Solution

Organizational Delivery (ESD)

Agility (OA)

Lean-Agile Lean Portfolio
Leadership (LAL) Management (LPM)

Cac chi s6 Nang luc xem xét mirc d§ Linh hoat trong Kinh doanh ciia chiing ta. Muc tiéu la dé cac
té chitc ¢6 co s6 ban dau dya trén tung nang luc va do ludng, cai thién dua trén nhiing nang luc
nay theo thoi gian.

Su linh hoat trong kinh doanh doi héi kha nang thich Gng; kha nang thich tng doi héi cac doanh
nghiép phai téi uu hda cho viéc chuyén giao gia tri.

Dé kich hoat kha nang thich tng va t6i uu hoa cho viéc chuyén giao gia trj yéu cau chung ta ap
dung Quan ly dong gia tri va chtt ddng quan 1y luong gia tri.
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/S AFe

PROVIDED BY SCALED AGILE

Trong hdn mét thap ky, SAFe® da
trd thanh hé théng dang tin cay
nhat thé gidi vé su’ linh hoat

trong kinh doanh. Cung cap
hudng dan vé cach doanh nghiép
va nhén vién cé thé phat trién va
(’'ng phé vdi thay doi

1.000.000+

Cac chuyén gia dudc
dao tao SAFe

500+

Doi tac chuyén doi
va nén tang

20.000

Doanh nghiép AN TOAN
trén moi nganh
cong nghiép

110+

Quoc gia cé ngudi
dugc dao tao




Adopting

agile mindset

in tfraditional
companies.
WHERE AND HOW?

| Dién gia
Pham Anh Tuan

Trong bai chia sé cia minh 6ng Pham Anh Tuén da chia sé
vé cach trién khai Agile tai Rang bong v6i nhitng tré ngai va
két qua dat dugc.

Cach trién khai Agile tai Rang Pong -
cong ty san xuat 60 nam

B0 oo ol AGILE'S USE IN PRINCIPAL BUSINESS FUNCTIONS
TPMA (IPSATL  (ITPAT

= == — 11

72 Tl e

o O B/A-

VB ) SATL AT

Customer services &

support :

o ~ !

s Pt Marketing &

e REERIE communications |
\ — f

HR, finance, &
administration

[Technology iInnovation
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Moi ngusi nghi Rang Bong la mot cong ty kha la ¢t k. Mot cong ty 60 nam tudi doi. Nhung moi
ngudi khong biét rang:

» Rang Dong lam ra nhiing san phidm, nhiing hé thong thdng minh, va huéng téi gidi tre,
huéng t6i Gen Z.

» Rang Bong chinh la mot té chirc hoc tép.

» Rang Dong chinh la noi cac y tudng méi duge nudi dudng.

Vé co ban la Rang Dong khong trién khai Agile theo huéng chudn chinh nhu chiing ta thdy trong
nganh phan mém. Mic du bd phan phat trién frontware, bo phan phat trién thong minh thi cting
dang trién khai theo chu trinh Scrum ddang chuan ctia Agile. Nhung ngoai bd phin do, thi Agile da
len 16i vao trong cac quy trinh, trong cac quyét dinh, trong cac chi dao ctia Rang Bong. N6 dugc
thé hién 6 chd Rang Dong dang trién khai rat nhiéu déi nhom lién té chirc. Rang bong thanh lap
rat nhiéu doi ngd, ching t6i c6 nhom Agile, c6 nhom chitc nang, c6 ca chuyén gia vé cong nghé,
chuyén gia vé kinh doanh va dic biét cho rat nhiéu nhém lién chirc nang dé xt Iy cac muc tiéu
khac nhau cta t6 chirc, phat trién san phdm m6i hay mo hinh kinh doanh méi.

Va th 2 td6i muon noi la & Rang Péng tu duy thir nghiém rat la manh mé. Vi dy, prototype dugc
trién khai tr xua trong cac san pham. Vi du ké ca nhiing co cau cta tiing ddi nhom ciing c6 thé
thanh MVP, sau mot thdi gian 2 thang, 3 thang thay n6 khong phu hgp thi lai chuyén sang mot md
hinh phu hgp v6i nhém khac truée. Hay la cac mo hinh kinh doanh, hay quy trinh khach hang.

bac biét 1a Rang Dong van duy tri mét thir goi la Cau tric van hanh 2 ch€ do. Chang t6i khong chuyén
sang Agile mot cach mi quang. Co nhitng thir can su 6n dinh, nhitng thir chi€m 80%, 90% doanh thu
thi van dugc trién khai theo huéng thac nudc (waterfall) truyén théng. Nhiing du an chuyén déi s,
nhitng md hinh méi thi dugce trién khai theo huéng Agile.

T Mé hinh DBM cua Rang Béng

- 4 Trén oo 5& dnh hudng sir phat tidn cia
trrey i san phitm. CHng ty hinh thinh
" chc nhom Agile @& phat tién linh hoat

®
f 4

&
]
°
Déi meri | Sing tao san phim rong ling t 4
Wp bng vise & dung che edng cu e 4
irong chudi g v £
- Qua trinh xac dinh van 48 bang w duy §
Design Thinhking, Canvas 2
- Chuh trinh thiét ké Bdng B nang luwc thidgt 2
kb Rang BSng da Lem chi :
- Qua trioh Sdn bl duoc didu hanh v
qudn |7 bing hé théng didu hinh sién
xusft thang mink
MVP Mo hinh kinh doanh
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A two-mode operating model

Mode 1 Mode 2
ao N Reliability Goal Agility
MO HINH Think i
Marithors Price for Vahia Revenue, branq, Think
performance customer experience :
VAN Runner Waterfall, V-Model Agile, kanban Sprmter
I . ile, ;
high-ceremony IID Approdct low-ceremony 11D
HANH Plan-driven, G Empirical, continuous,
approval-based Syemnance process-based
E3 = Enterprise suppliers, S ieiR Small, new vendors,
2 CHE DO long-term deals 9 short-term deals
Gaqd L Good at new and
conventional Talent i ;
: uncertain projects
process, projects
IT-centric, removed Business-centric,
Culture
from customer close to customer
Long (months) Cycle Times Short (days, weeks)
T Gartner

Mot s6 két qua dat duge

Sau 3 nam trién khai va hoc tap lién tuc thi doanh thu tir sdn phdm méi cia Rang Dong udce tinh
tang khoang 15%. Con s6 nay tuy van nho nhung quan trong la né gitp gitr chan khach hang da tiung
mua cac san pham ci, san pham truyén thong. Néu khong c6 nhing sdn pham mdi ra lién tuc thi rat
nhanh chtng t6i s€ mat khach hang. Téc do tang trudng hang nam dang duy tri mac 20%, dic biét
thoi gian ra thi truong (time to market) rat tir 6 thang xudng con 2 thang. Pay chinh la két qua rat
manh khi ap dung Agile 6 Rang Bong. Mic d6 tang nang suat ciing dat khoang 20%.

Mot s6 han ché

Vi du da s6 nguodn luc con hiéu rat mo ho vé Agile, doi nhom IT thi co thé tu hoc, tu phat trién,
nhung con nhitng bo phan khac thi moi ngusi van khong biét day cé phai Agile hay khéng. Day la
thuc t€ ctia mdt doanh nghiép.

Hay chiang ta hay néi van cé nhiing ap luc vé lam sao t6i khong duge that bai, khong duge lam mat
tién ctia doanh nghiép qua nhiéu,...

ROi khi chiing ta té chitc qua nhiéu doi nhom lién chic nang thi c6 van dé 1a nhiing thanh vién cot
can ho sé phai xuat hién trong qua nhiéu doi.

Thi 4 1a d6i v6i san pham vt Iy co dé dang trién khai Agile hay khong?

Th 5 1a ching ta ndi la MVP phai kiém thi thi méi dua dén khach hang cudi cung, cong ty Rang
Dong thi cht yéu can khach hang ndi bo trude, co6 nhitng cai nhay cadm trong nganh, nhiing doi thg,
néu chang ta tung ra cong khai ngay thi c6 nhiing dong san pham ctia Rang Bong xudt hién, Trung
Quadc co thé sé sao chép ngugc lai san pham ctia Rang Bong.
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SUPREME

T € C H

Hello! We are SupremeTech!

We are a product-focused development company based in Danang,
Vietnam. Currently we provide offshore outsourcing services for the
high-demand markets, namely Japan, US, Australia, Singapore, etc. and
we also build our own products.

Established in 2020, SupremeTech have achieved significant milestones

160+ B4+ 03+ 03+

experienced projects continents products
engineers we have developed in-house
footprints on

We have the expertise in
various industries.

Our know-hows in specific areas enable us to solve business challenges,
deliver fast and effectively.

m HR Tech Healthcare
OTT Streaming Customer Experiences

Our Products

oo

miahire

All-in-one Whitelabel FAST Channel Automated video interviewing platform
& OTT Platform for more effective recruitment
v/ FAST Channel with SSAl insertion v Increase efficiency [m] 25T ]
v/ VOD with subscription v Ensure equality b
v/ Content management system v Save time & effort %L ;
-

Are you interested in our products? Contact us! info@supremetech.vn | +84 236 3626 989



TEAMWORK MODEL
AT RANG DONG

Tam dich: mo hinh teamwork

trong trién khai chuyén doi so

d Rang Pong )
Dien gia

Nguyén Doan Két

Nguyén Doan Két, Phé Cha tich HPQT, Phé téng Giam ddc ctia Cong ty CS phan Rang Pong da co
bai chia sé mot s6 cong viéc ma Rang Pong da lam trong thdi gian vira qua.

Cu thé la 6ng da chia sé nhiing kinh nghiém, bai hoc, thanh cong khi tham gia trong su nghiép
phuc vu chuyén ddi s6 dang rat 1a manh, rat la tat yéu.

Theo 6ng, Agile khong chi la van dé cong cu ma la vian dé quan tri, cach ti€p cin quan tri. Va Agile
chinh la mot trong nhitng phuong tién gitp Rang Pong trién khai dugc chién luge chuyén déi s6
ctia minh.

Chuyén déi s6 khong c6 con dudng chung, méi doanh nghiép can tim ra Iy luin, con dudng riéng
phu hgp véi doanh nghiép cia minh. Do d6, xay dung chién lugc da kho, tim ra con dudng cho
doanh nghiép da kho, nhung cai kh6 hon nia la phai té chic, trién khai dugce Iy luin do.

Lam gi thi lam ciing phai thing nhanh, phai c6 két qua, néu khong cé két qua thi khdng c6 niém tin
clia cap trén va quan ching dé tiép tuc.

1. B6i canh chung ciia Rang Pong

Rang bong la doanh nghiép truyén thdng, da 62 tudi doi, la mot trong 13 doanh nghiép dugce Bac
Ho thanh 14p trong cac doanh nghiép cdng nghiép dau tién.

C6 thé noi, st ménh ctia Rang Pong da dugce quy dinh tir lich si. Trong qua trinh phat trién ctia

minh dén nam 2000, thi Rang Pong dugc phong ting danh hiéu Anh hung lao dong.

Tir nam 1991 cho dén nam 2015, Rang Dong lién tuc dat duge mirc tang trudng rat cao, nam sau
tang trudng cao hon nam trudc, lién tuc nhu vdy. Tang truéng & mirc 7 dén 10% va cé nhitng nam
trén 10%.

So sanh cac chi tiéu 2015 véi chi tiéu 1990.

O Doanh thu: Tang 360 lan.

O Nop ngan sach: Tang 1.580 lan

O Lgi nhuén thuc hién: Tir con 16 nam 1990 dén nam 2015 1¢i nhun tang 573 lan
O Thu nhép binh quan hang thang: Tang 55 lan

"r 3: gl l S 56
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Vi thoi diém do6, dén nam 2015, c6 rat nhiéu hoi thao vé kinh té, danh gia Rang bong 1a mét hién
tugng. Nhung ké tir nam 2015 thi téc do tang trudéng khong con duge nhu thé nita, cd vé nhu chiing
lai.

Cling 1a nam ma trong nganh xuat hién hién tugng chuyén cac tang céng nghé. Lich st da chiing
minh la rat nhiéu doanh nghiép khi chuyén tang cong nghé nhu vay, xudt hién hién tugng sao ddi
ngdi, nhitng 6ng 16n di xudng. Chung t6i cling roi vao cau chuyén nhu vay.

O thoi diém nhay cam nam 2015, cau hdi dit ra 13 tuong lai cia Rang Pong 1a nhu thé nao? Chan
dung ctia Rang Bong, con dudng Rang Bong di téi la thé nao trong thai ky nguyén s6?

2. Nhan thuece thoi dai
Thai dai nay c6 nhitng dac diém chinh nhu sau:

bac diém th nhit la sy xuat hién ctia khong gian mang lam thay déi cach song, thay déi hanh vi,
thay d6i cach lam viéc ctia moi nguoi.

bac diém thi hai la VUCA.
bac diém tha ba la SMAC.
Dic diém thir tu 1 thoi ky nay xudt hién cong nghé méi thay d6i rat nhanh: Al, ChatGPT...

Dac diém tht nam la thdi ky canh tranh rat cao. Tru6ce day, trong nganh chi€u sang chi cé 5 doanh
nghiép canh tranh v6i nhau, bay gic cé t6i 6.800 doanh nghiép canh tranh véi nhau. Trong béi
canh nhu vy thi Rang Pong cling dang chuyén tang cong nghé.

Nhiing canh tranh trong nganh:

O Chuyén sang tang cong nghé thir 4 - Chi€u sang thong minh

O Xuat hién Li - Fi, dung séng anh sang dé diéu khién.

O 2020 Viét Nam c6 5.770 nha cung cép LED.

O Cong ty VLXD, XL dién nuéc cling tham gia thi truong cung cip LED.
O Xuat hién cac ddi tha canh tranh bat doi xang.

3. Sir ménh - Tam nhin - Muc tiéu

Sut ménh: Doanh nghiép tién phong cung cap hé théng giai phap déng bd dua trén cong nghé 16i
1a Chiéu sang va IoT, gop phan kién tao Ngo6i nha théng minh, Thanh ph théng minh, Nong nghiép
Cong nghé cao va Nong nghiép chinh xac, thic day cudc song hoa hop voi Thién nhién - Thong
minh - Hanh phac - Than thién mdi truong; Gia tang gia tri cho ¢6 dong, nhan vién va khach hang;
DPong hanh ciing dan tdc xay dung Viét Nam Phon vinh - Thinh vugng

Tam nhin;

O Dén nam 2025 trd thanh doanh nghiép cdng nghé cao din dau thi trusng chiéu
sang tai Viét Nam; tién phong trong linh vuc cung cip Hé sinh thai Sdn phdm/Dich
vu 4.0

O Nam 2030 sé tré thanh doanh nghiép khoang ty do, dua thuong hiéu Rang Bong
1én tam khu vuc

O Con dudng phat trién bang Khoa hoc cong nghé /DB4éi méi sang tao va Su tir té

g‘% ile
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Muc tiéu dén 2025:

O Doanh thu tang gap 4 1an 2019, ty trong doanh thu xudt khidu dat 30%.

O Pén nam 2025 tré thanh doanh nghiép Cong nghé cao.

O bich cudi cling ctia doanh nghiép s6, doanh nghiép théng minh la mét doanh
nghiép Thuc - S6. O d6 hoat dong ciia thé gisi thuc dugce anh xa 1én khong gian s6
v6i pham vi két noi, trinh do tu dong két noi va do phan giai ting buéc nang cao
tao nén ban sao s6 theo thoi gian thuec.

O bén 2025 phan dau 70% - 80% dit liéu dugce két néi va ty dong xir ly trén mot nén
tang sd thong nhat

O Xay dung Cong ty c6 mdi truong lam viéc luén sang tao, van héa, van minh hon,
chuyén nghiép hon va hanh phtic hon (Thu nhap binh quan dén nam 2025 dat
2.000 USD/ngusi,/thang).

4. Tim ra con duong phu hgp

Cdn bdn clia tién trinh chuyén doi s6 la cdac vong ldp - Chuyén doi so den
cot 1o
O Tai cau trac chién luge san pham: tir kinh doanh san pham chi€u sang sang cung
cép hé sinh thai SP/DV 4.0 véi dich vu dong bo tron goi, kinh doanh gia tri.
O Tai cau trac mo hinh kinh doanh : tir m6 hinh nha cung cép sang mé hinh da
kénh s6 hiru quan hé vé6i khach hang, tao trai nghiém méi cho khach hang - thuc
hién 020 va TMDT - phat huy hiéu tng mang luéi.
O Xay dung nén san xuat thdng minh: anh xa cac cdu phan vat ly 1én khéng gian
mang , tao thanh ban sao s6 ctia hé thdng. M6 hinh tdng quat chién luge chuyén
déi so.

M0 hinh tong qudt chién lugc chuyén doi sé

@

SU MENH - TAM NHIN
y _ mycméucHéNwoc |

1. Thich ng nhanh, linh hoat véi thay a8 clic mél frudng v th frudng.

CACYEUTO |, | 2. M rdng khdng gian tang tnding
'(’:e': ':::u?:}“"" e 3. Tdn khal mé hinh kirh doanh 5 DBM - 020 Bén hang da kénh - kirh doanh da nén téng v fréil rghiSm khach hang.
4_Phét huy sife manh tdng hap eéng nghd sb.
& N
p
;{.:om i 2. SAN XUAT 3. QUY TRINH i
T TRIEN HST o020 6. &
SP/DV-4.0 THONG MINH & 10 CHUC A LRk ﬁ'ﬁ
B3I ma rharn lén tuc \ . Phin mden ir
g Nang wat va Multi-channal — " il
H5T SP/DW, Thong mire N i GrCrEeCiue
el Lt s hop 1C (OKRs/K- Omni-channel Tii Hé sinh thail kinh s ey
tang hbo v 1go ro ol Fis), 1anh dgo nghigm khach doanh :fm.?%
Boue DAng sang too dbng hanh héng brise- e AR .:g:'n:o
cing GTGET val KH va ol
; " ttc fong Hé sinh it . " -
TRy COT CHUYEN 0815 Yarhnoa pﬁ‘;;‘;gf”;;i;:”;éi o bbb Kinh docnh da iviociehir-osrchel
K2 ~ Incioaton) : MES rhGMm, cac trung Knhach héng daily kénh, ca nén téng —Decision (DS -
(P m&l Gy Hinh - Smont | :Smant. | :Son téam khdi nghiép & nguiil ding cudi !
Céng nghé T8 chiie) Home | City | Fom Systerr)
Con ngudi lam
Lom o 11616 e Van phéng trung tém va st N sén xust é;fj'\j\;ggﬁfji‘;
i 2 Tipdet=5c dung céng nghé o ps Dofa Lokehouse
i .
i il scng o0 md an pfhém i
Mang coo hinh 38 Chudn héo quy Heinid 58 héa hé thing
RAD Gidi ma 1/ 36na héa tinh &Tinh gon ok mff%“ phan phd fruyén On-premise/ Cloud
cong nghé cte day chuyén quy trinh Bm théng -+ Hy!

cic YEUTS _
NEN TANG, HO TRO
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HA TANG CONG NGHE THONG TIN - KET NOI
PHAM CHAT MGI: KIEN TAO, THICH NG VA DOT PHA « BAI MBI SANG T40 VA T6e DO
NEN TANG VAN HOA TRUYEN THONG RANG BONG - GIA TRI COTLOI VA GEN 6T + 4 CUNG




MGé rong khong gian tdng trudng, thuc hién tdng truéng cdap so nhin

4 CON DUGNG MG RONG KHONG GIAN TANG TRUGNG

o &

Thuong mai héa

Q

Tham gia céc

Xay dung chubi gié tr, thanh céng hé
mﬂ;‘ﬂ%ﬂfﬂﬂéﬁg Rang Bong cdac hé sinh thai sinh théi sén
clia cac tap phdm dich vy
dodn khu vyc 4.0 bdng md
va Thé gidi hinh DBM

thénh Cong ty
' bang gié trj 1-4.0 Céng nghé cao

i

Nghién citu mo hinh Tdng trudng gid tri

TY TRONG A
AV
> CHUOI GIA TRI
TRUGC SAN XUAT SAN XUAT SAU SAN XUAT
NGHIEN CUU VA PHAT TRIEN TU DONG HOA MARKETING
THIET KE SAN PHAM BAN sAO sO TRAI NGHIEM KHACH HANG
HE SINH THAI SAN PHAM 4.0  MAKE IN VIETNAM HE SINH THA| KINH DOANH 4.0

TREN CAC NEN TANG (PLATFORMS)
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Ba giai doan trong 16 trinh Chuyén doi s6 Rang Dong

Giai doan 1/ Khdi déng, bét ddu: $8 héa mét s& quy trinh hién cé, s8 héa riéng 1&

1. Trong san xudt
ERP. MES, QMS, SCADA, ...

2. Phét tién Thi trudng o~
DMS, CRM, Call Center, H8i nghi KH, DWH - BI, RPA, CDP.... : N\

3. Truyén théng i:;’;:?:zg |
Web, Showroom online, 3D,...

I

4. Hoat ddng nghiép vu
UBOT, DSPACE. ...

Giai doan 2:
2022 - 2023

Giai doan 1:
2020 - 2021

Gial dogn 3/ NGng cao:

Doanh nghiép Thuc - S&

- T&i uu nhiéu hogt dong
Sén xudt kinh doanh &
Trdi nghiém khach hang.

- Tang gia t6c clia banh
da tang trudng.

Giai doan 2/ Hinh thanh: CBS & véng Idp cao hon

1. K&t ndi cac Quy trinh, cac Module chidc ndang da
dudc s6 héa tach biét frong cac tru cdt Chuyén
déi sé.

2. Bong bd héa tung phan, tién t6i ddng bd hda toan
phdn cdc module riégng 1&.

3. Khdi dong banh da tang trudng.

Chuyén doi so la tich hgp cong nghé OT-IT

CAP BAN GIAM BOC
(GIAM BOC & PHO GB)
El
Gudn i eng £ cAp HpaT
ok CAP BAN GiANM BOC
Quin I ehién Lige 5_ (GAM BOC & PHO GB)
Qudn ty chilin thudt g, t CAP PHONG BAN

CAP TAC NGHIEP

T
Mt me sl e e
ape

Data Warehouse

\"\fgile
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Chuyén doi so la qud trinh tién héa vd truéng thanh qua ting vong lap OT-IT

CPS (Cyber Physical System)

oT e IT !

------------------------------------------------------------------------

........................................................................

Quy hoach tong thé theo Gartner

QUY HOACH TONG THE THEO MO HINH GARTNER :
| -

LandingPage Ralismart L=
.
86 hoa 30 Rangdongstore - Calitenter  Nén tang dir ligu R RPA
: i =2 m va phin tich : Nén tang Noi b -
Khach Neén Cira hang Mang XH: FB 7 p— Mirosoft Ofice: 1 thang | | o x
hang tang  igctuén  Zaloyh ok Word, Bxcel, oo | COR NBUSH
THNKH T ) S
shawroom TIKI, I.am " Baohanh Gaogle Dorn
o |-l | et ma
HMBH - HNKH 1 HRM: .
{nm opifhi [ Web/ App NOC 1[ Chimecong Hop truec tuyén
e [ o e

Nén tang loT

Nguén: Gartner

Ghi chu: Dang xay dung

>gile
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5. Tai cau trac chién luge san pham: dya vao cong nghé 16i
- thong minh héa cong nghé chiéu sang
Canh tranh dua vdo cong nghé 16i

-~ - -
. . : B CHIEU SANG THONG MINH
TANG CONG NGHE - ¥y Ty déng thay ddi Theo ngt canh

Tiét kiém thém 50%
TANG CONG NGHE Dién néng so vi dén LED
THU BA I.E D

i 5 . ol CH‘I‘EU SANG RAN SSL - LED
e o nai FL = Tiét kiém 50%
: y L Bién nang so vl dén huynh quong
- Compaoct cling cong sudt.

TANG CONG NGHE ". -3 (F.IL-& C:‘Iil.) "
tHU NHAT K b g Tiet kiem 80%
Bién nang so val dén tron sgi ddt cling cong sudt.
—

@ PEN SOI POT (IL)

O Rang bong chuyén déi nhung van giir g6c¢ ctia minh la san xudt va san xuit
thiét bi chiéu sang.

O Ung dung cac cong nghé méi ctia khoa hoc lién nganh 4.0 1am théng minh
hoa cong nghé 16i la cong nghé chiéu sang.

Ung dung va thuong mai héa hé sinh thdi sdn pham/dich vu - 4.0 va cdc linh
vUC

O Cautric 4 tang

O Smart Home : Chiéu sang G-S-HCL : vi sttc khoe con ngudi

O Cac kich ban chiéu sang dugc ca biét hoa

O Smart City : Ung dung nang lugng mit tréi trong chiéu sang dudng phd

Trinh d6 céng nghé dap ting nhu cau cta nhiéu déi tugng khach hang. Hé sinh thai san phdm va
dich vu dugc thong minh hoa dap ing nhu cau ngay cang cao ctia khach hang.

fogile
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6. Tai cau tric mé hinh kinh doanh: Van dung sang tao mo
hinh kinh doanh DBM vao diéu kién cu thé ciia Rang Pong
Mo hinh kinh doanh DBM & 020 la mét van dung sdang tao cia Rang Pong

50% Doanh thu it hé sinh thai
MO HINH DBM CUA RANG PONG

Thuong mai Quéc t& nén tang riéng biét (FPT. Viettel, VNPT, ...)

DA KENH PLATFORM-BASED ECOSYSTEM
« Trdi nghiém khach hang - Nén téng Rang Dang lam chi RaliSmart:
— * Hgp kénh; cac chudi don 1& thanh mot thé * Technology Platform
\g théng nhét Multi channel — Omni channel + Business Platform
o o * Két ndi fryc tiép vai tuyén (020) E Né&n tang cong sinh (FPT, Viettel, VNPT)
@ g * bieu hanh Thuc - 56 Nén téng tham gia: Tiki, Lazada, Shopee, 50%
o ;3 Alibaba, ... hiéu
A = biét
3| B
° : G —— vé
£ o NHA CUNG CAP NHA SAN XUAT MODULE <
2 -qzu ngudai
f, > Cdc chudi don 1&: - San xudt theo thiét k& cha khach hang ding
[
-§ w Thucng mai dién td md réng - Tich hop thiét bl (Hardware, Firmware) vao ting cudi
£l B
i
T

Thudng mai ndl dia truyén théng

CHUOI GIA TRI HE SINH THAI

CAU TRUC DOANH NGHIEP
Truéng thanh nang luc céng nghé s&

7. Xy dung nén san xuat thong minh

Chuyén doi so la tién hanh cudc cich mang cong nghiép lan thi tu (I 4.0) trong
cong ty

. CONG NGHE
TU PONG T DONG sG HOI TU

COGIOIHOA HOACUCBO HOABANG sy -iche
CONG NGHE 113N 6 MINK

THONG TIN ( SIEU KET NGI, THONG

MINH, TBH LINH HOAT)

fogile
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Tu khoa chuyén doi so ciia Rang Pong la “thong minh hoa”

O Théng minh hoa SAN PHAM

O Thong minh hoa CONG NGHE

O Thong minh hoa QUY TRINH

O Théng minh hoa THIET BI

O Thong minh hoa NHA MAY
Rang Bong tir doanh nghiép st dung cong nghé thanh doanh nghiép ché tao cong nghé, ché tao
may moc san xuat.

O Xay dung san xuit thdng minh: tham khao mo hinh Siemen

O Xay dung san xuat thong minh: hgp tac Foxconn

O Xay dung san xudt thong minh: theo chuén ISA 95
O Xay dung san xuit thong minh: mé hinh Rang bong

8. Xay dung d6i ngii tu van la cac chuyén gia cao cap
Nam 2006 Ky Théa thuan hgp tac v6i Vién Han lam KH- CN Viét Nam

Nam 2009 ky Théa thuan hgp tac véi trudng Pai hoc Bach Khoa Ha Noi.

Nam 2018 tré thanh thanh vién Lién minh Chi€u sang ran Quoc té (ISA)

Thanh 14p 3 Trung tam nghién cttu (LRDC; DRDC; MBMRDC - C4LED)

Ti€p nhén, chuyén giao tri thitc lién nganh vao san xuat kinh doanh:

O Hoan thanh 3 lan chuyén tang cong nghé.

O Dua cac thanh tyu I-4.0 tai cdu trac chién luge sdn pham.

O Tiép nhén, chuyén giao cac tri thitc Khoa hoc - Cong nghé vao san xudt.

O Két hgp cac nha khoa hoc nhiéu linh vuc chuyén nganh, giai quyét cac van
dé thuc tién.

Dén dit cac phong trao d6i méi sang tao va céi ti€n ky thuat

O “Mot td chitc muon xudt sic thi phai duge dan dat, duge tu van bsi nhiing
ngusi xuit sac”

O Duy tri d6i ngii chuyén gia cao cdp tu vian chuyén déi s6.

O Tén dung ngudn tri thic xuat sic bén ngoai.

O Phat trién mot chién luge chuyén doi s6 bai ban nho doi ngi nay.

Doi ngii chuyén gia, Chuyén gia Tu van chuyén déi s6 bén canh Ban Chi dao Chuyén déi s6 Cong
ty, Pai hoc, Vién khoa hoc, cac chuyén gia trong nhiéu linh vuc déong hanh cung Rang Dong.

Re ’,0 , \ ~ X o \ A
9. Poi mdi sang tao la goc re cua thanh cong
Trong 3 nam thuc hién chuyén déi s6, phong trao lao dong sang tao ctia Rang Pong da c6 4.349
sang kién cai ti€én; 70% trong s6 d6 dugc ap dung vao thuc tién san xuat, kinh doanh, truc tié€p
tham gia tao gia tri.
Qua trinh cai ti€n, sang tao khdng nguiing véi sy dan dat cac trung tam tri thitc - sy huéng ing rong
rai ctia quan chung véi tinh than sang tao khong gidi han thong qua cac déi nhom sang tao.

C6 co ché thuc ddy va méi trudng nudi dudng su sang tao khéng ngung. Van dung Design Thinking
- Tu duy B6i méi sang tao.

fogile
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Phat trién hé sinh thdi doi méi sing tao
O Xay dung & phat trién Hé sinh thai Sang tao md.
O Tao co ché & mdi trudng thic ddy déi méi sang tao.
O Phat trién cac ddi nhom xuat sic.
O Két hgp tri thirc cta tang 16p tinh hoa v6i Phong trao “Lao dong sang tao
lam thda 1ong Bac mong ” clia quan chiing thong qua cac Ngay hoi sang tao
(Techday) méi nam tién hanh 2 lan vao ngay 28,/04 va 10,/10

Tién phong )

6T. Tan tdm - Tan luc - Ty gidc - Tu tin
¢ -Tutrong trung thuc

4 CE‘ n e Cung chi hudng - Cung tam léng - VAN HOA MOl m )
g ® Cung lam - Cung hudng

Théng minh )

HE SINH THAI DSI MG
SANG TAO MO

o)

2e%t

o *‘.{
.. ?.‘

»®
:o-bob .‘ ° 9

Cangty ©ic chl thé bén ngodl Céng ty

10. M6 hinh diéu hanh ma tran da chitc ning: Teamwork -
T.Shaped - Agile

Chuyén tit mé hinh phdn cap chiic ndng sang mé hinh ma trdn da chitc ning -
Xoa bé Silo

Muc tiéu: Tao mo hinh quan tri méi:

O Mém déo trong ciu tric
O Linh hoat trong vin hanh
O Bén viing trong phat trién

Vietnam Conference 2023



Chuyén ti té chiic nhu “Cé mdy” thanh to chitc nhu “Co thé song”

Tircéc td chirc nhw ...Dén cac td chirc nhw
nhimg “C6 may" nhimg “co thé song”

Thay ddi nhanh chéng
ml': R(é]rr'\-! ft?c’?ng HRRE R "?iéﬁ gidi cdu tric”
R | ' " it quan frong hon,
Quan liéu | t@p trung vao hanh déng

Cac nhém dugce xdy dung

... e .4  duairén frach nhiém
000 ¢ 00 o oW giditinh ddu cudi
e J c#lc b6 oy Lanh dao thé hign
ng dén eo — di : -
chi tiét chic néng R0 B

phép hanh dong

Két hgp co cau td chitc phan cap, chiic nang v6i mo hinh té chiic ma tran va Teamwork (theo
phuong phap Agile)

Chuan héa quy trinh - Nang cao trinh dé qudn tri

O Xay dung kién truc téng thé chién lugc theo triét ly “Chuan réi Chuyén”

O Quan tri chién luge (quén tri muc tiéu & diéu hanh thuc thi) ap dung MBO,
Hoshin plan, BSC, KPI, OKR, OODA phu hgp tiing giai doan, tung cong viéc,
tiing cip

O Chuan héa qua trinh réi chuyén:

« Ap dung cac tiéu chudn quan ly Quéc té: ISO 9001; ISO 14001; ISO 50001;
ISO 45000; ISO 26000

« Cai tién nang cao nang suat chit lugng: 5S, Lean-6sixma, Kaizen, TWI-12
budc.

O Tinh gon, chudn héa cac qua trinh sn xut va nghiép vu.
O Dao tao va phat trién v6i nguyén tic

« Dao tao trong cong viéc thong qua tradi nghiém thuc té.

e Tuhoc la nén tang. bao tao trong Bdi nhom la quyét dinh. Bao tao trong
hé thong la co ban.

TG chic hé thong dao tao ndi bd phén tang, phan nhiém

 Cathéhoa cac chuong trinh dao tao pht hgp theo nhém déi tugng dé thuc
hién muc tiéu nhiém vu dugc giao

e Kién toan hé thong danh gia, ho trg thuc diy nang luc nhan vién

Phat trién nang luc kinh doanh - cong nghé
Co cau td chire, phan céng, cam két trach nhiém ro rang, minh bach

Thuyc hién 7 nguyén tic van hanh t6 chirc theo ISO 9001:2015
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To chiic thuc hién: tit dong long dén dong bo

Su dong long, moi trudng nudi dudng déi méi sang tao, van héa déi méi sang tao va chinh sach boi
dudng doi ngii lanh dao tré - nhan luc s6 - nhan vién xuat sac 1a chia khoa dé dat duge sy dong bo:
la diéu kién thanh cong ctia chuyén déi sd.

S¢ do, mo hinh to chitc ctia Teamwork (T-shaped)

1. SO PO, MO HINH TO CHUC CUA TEAMWORK (T-SHAPED)

= - 2. Khai san xust
e : ) T
Dan dudng ohich nirde - 3. Khi thuremg 5. Khéi hai nhip

(5 doi - 53 ngudi) mai ndi dia kinh t€ quéc t&

Hoach dinh cap 1
{11 d6i-103 nguai)

Hoach dinh cap 2
(20 d6i-156 ngudi)

Thure thi cap 2
(75 d6i -389 ngudi)
Téng 200 A5l - 1359 lugt ngudl

&1

Cac dieu chinh thanh vién Teamwork

Thuc t€ hoat dong mot s6 Teamwork thanh vién T-ngang la cac can bo quan Iy nén Teamleader
con e ngai trong cong tac diéu hanh, thao ludn phan bién ctia cac thanh vién con han ché. b€ giam
tai khoi lugng cong viéc cho can bd quén Iy do phai tham gia qua nhiéu Team dong thdi tao diéu
kién cho nhan vién cac phong chitc nang dugc tham gia Teamwork, Team khdi BH1,2 c6 thay déi/
bd sung cac thanh vién 1a nhan vién cac phong tham gia truc tiép, can bo quan Iy van theo sat dao
tao, huéng dan.

Cdch Rang Dong to chirc cdc biét doi - du dn (Agile)

O Quy dinh hoat dong : theo yéu cau va tién do ctia dy an
O Thuec hién nhiém vu dot xuat
O Trong 1thdi gian nhét dinh

Trién khai mo hinh Agile 6 Rang Dong

O Quan ly du an linh hoat: thich Gng va cai tién lién tuc trong qua trinh lam viéc.

O Dap ting nhanh theo yéu cau khach hang : khong theo mét ké hoach ¢6 dinh,
chdp nhan thuc té€ yéu cau co6 thé thay ddi trong sudt qua trinh phat trién.

O Khuyén khich viéc thich tng va diéu chinh dya trén phan hoi tir khach hang.

O Cac Team nhd c6 nhiém vy khac nhau nhung phdi hgp dong b dé thuc hién
cung mot muc tiéu
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O Dit su tuong tac va hgp tac gitra cac thanh vién du an 1én hang dau thay vi chi
cht trong vao quy trinh va tai liéu

O Tinh than thir nghiém nhanh, sai va stra

O Chia cong viéc thanh cac dgt ngén gon (sprints) tap trung vao viéc phat trién
mot phan ctia sdn phdm hodc dich vu.

O Nhan manh viéc tao ra gia tri thuc su cho khach hang dua trén hiéu biét vé
khach hang

O Doi hoi sy kién nhan, ky luat: kiém diém T3 /T7 tai thiét 14p muc tiéu; Quy trinh,
du liéu....

Mot so két qud budc dau:

O Xay dung dugc m6 hinh td chirc Teamwork T-shape theo cac cap trong cty;
O Ban hanh co ch€ ciap nguon quy hoat ddong cho Teamwork, phan cong thanh
vién, nguyén tac hoat dong, hoach dinh muc tiéu Hoshin plan/ OKR/ K&

hoach hanh ddng xuyén sudt va huéng dich.
O Cac Teamwork da xay dung tiéu chi danh gia, chdm diém thanh vién va khen
thuéng cho thanh vién cong khai:

e Chdm diém, gin sao ndi b theo cac tiéu chi : mirc do hoan thanh nhiém
vu dugc giao, thai do hop tac, tuong tac lam viéc nhom, ky luat hoat dong
team, sang kié€n cai tién, trong d6 c6 néu mirc diém tdi thiéu dugce tham gia
xet thudng:

e Thudéng theo hang muc cong viéc, du an

« Thudng cho thanh vién c6 nhiéu sang kién dong gop hiéu qua vao két qua
Teamwork

O Cac thanh vién T-ngang chtic nang ho trg team tot hon, ti€én d6 nhanh hon

O Mtc do trudng thanh ctia Teamwork, Team Leader tang dan theo thoi gian

O Tao dugc mat phang tuong tac, trao ddi thong tin cap nhat s6 liéu bao cao tir
thanh vién Teamwork

11. Két qua dat dugc
Ndm 2022, cang kho khdn cang but pha

X NAM 2022, CANG KHO KHAN CANG BUT PHA

30%
25.9%
24.2%
21.0% (6 909, 482 1)
20%
17.7%
16.3%

) I

0%

Q1.2022 Q2.2022 Q3.2022 Qa.2022 CA NAM 2022
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Ba ndm dai dich COVID-19 (2020-2022) Rang Pong thiét lap mdt bang ting
truéng moi

BA NAM PAI DICH COVID-19 (2020-2022)
RANG DONG THIET LAP MAT BANG TANG TRUONG MO

Thiét |ap mat bang tang trryong mao

25-30%
30.0% 15-20%
8-10%
25.0%
21% .
Iy ig tang truong
20.0% cua Rang 8ang
15.08
- 10.7%
10.5% 1.2%
10.0% 8.02% o
Ty letangtruong
6.68% * kinh 18 MNam
giai doan 2012 - 2022
5.0%
4.2%
0.0% >
2015 2016 2017 2018 2019 2020 2021 2022 2023 1024 2025

Hiéu 1tng banh da tdang trudng
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A SMALL ‘TIEU RUI’ IS A
CHANCE TO GROW

Dién gia

Miho Nagase

Trong phan trinh bay, t6i da chia sé kinh nghiém tir hanh trinh nghé nghiép ctia minh va insight vé
cac nguyén tac Agile. Bai tham ludn v6i cht dé “A small ‘Tiéu rui’ is a chance to grow;” thao luan vé
“Tiéu rui, mot thuit nglr duge st dung khi gap phai nhiing tré ngai hodc van dé nhd, ma toi dé xuat
c6 thé dugc coi la co hdi dé phat trién. Toi nhan manh riang nhiing trai nghiém trong qua kha co
thé khién chtng ta nhin nhan nhiing khoanh khic nay theo huéng bi quan va quan diém nhu vay ¢
thé can tré sy phat trién.

Toi da gi6i thiéu khung Cynefin, mot cong cu ra quyét dinh, trong d6 phan loai cac hé thong thanh
Co trat tu (Ordered), Phitic hgp (Complex) hodc Hén don (Chaotic). Toi nhan manh rang méac du
ching ta van hanh t6t theo phuong phap truyén thong trong mot hé thong cé trat tu trong phat
trién phan mém, nhung cac van dé kinh doanh hién tai ma chiing ta dang gip phai phu hgp hon
v6i cac van dé hé thong Phitc hop. O day, Agile chting td tinh hiéu qua va tu duy ky thuat, biéu hién
trong khai niém “That bai nhanh” hodc “That bai an toan”, 1a 1gi thé.

Téi khuyén khich moi ngudi xem nhiing khoanh khic “Tiéu rui” khong phai 1a nhing that bai sap
xay ra, ma la nhiing co hdi dé hoc hoi va phat trién thong qua nhitng kham pha va thit nghiém quy
mo nhd. Thay vi trén tranh sy khoé chiu, chiing ta nén ndm bat va st dung n6é nhu mot budc dém dé
thanh cong.

Cudi cung, tbi da thao luan ba diém chinh vé tang truéng. Dau tién, tdi goi y rang ching ta nén

hoc héi tir phuong phap thuc hanh ma tré em thuc hién. Th hai, t6i da giai thich khai niém “vang
phat trién gan” (zone of proximal development), khuyén khich hoc tap véi su huéng dan ctia mot
ca nhan c6 nang lyc hon. Cudi ciing, toi nhdn manh rang Agile khong cung cdp nhiing nang luc méi
ma la t6i da hdéa nhitng gi ching ta da c6, nang cao tiém nang ctia nhom khi cac thanh vién hé trg
nhau phat trién.

Cudi cung, t6i da dua ra mdt thong bao rat quan trong. Cudn sach “Trai huan luyén Scrum” do ba
Agile Coach dén tir Nhat Ban ching tdi bién soan da dugc phat hanh tai Viét Nam. Tua sach nay da
dugc phat hanh & Nhat Ban cach day mot thap ky, tham chi sau nhiéu lan stra d6i, n6 van tiép tuc la
cudn sach dugc yéu thich va ban chay nhat trong linh vuc Agile. Néu ban quan tam thi cé thé tham
khao thém théng tin chi tiét vé cudn sach tai day:

https: //quangvan.on/product/trai-huan-luyen-scrum/
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Quang Van

Quang Van dinh vi Ia T6 hop Xuéat ban, Gido duc va nhuong quyén tién phong trong nganh céng nghiép
sdng tao. Hién tai, Quang Vian dang tap trung phat trién mang Xuat ban vdi 3 nhan hiéu.

Quang Van

xuét ban céc 4n phdm thubc nhiéu cht dé nhu ki ndng séng, kinh té, van hoc va giai tri cho doc gia

& nhiéu Iia tudi:

EHOMEBOOKS hudéng dén gido duc gia dinh, 18y gia dinh 1a trung tdm cda gido duc tré em.

IPER hudng dén xuét ban cdc ddu sdch hoc thudt trong linh vuc giao duc - dao tao danh cho
cd ngudi day va ngudi hoc.

BAT BAU PHAT TRIEN AgiL

E YOI NHOM SciuM

‘ ‘ Cung cadp mét phuong phap
phét trién sdan phdm da dugc
chirng minh va ap dung trong

BAT PAU PHAT TRIEN AGILE  th¥c té dac biét phu hop vdi
vSi1 NHOM SCRUM cdc doanh nghiép phat trién

phan mém, céng nghé mdi,

e T e e ik

dang xay dung quy trinh
| o= oo phat trién s3n pham hodc
dang mong muén tim kiém,

déi méi quy trinh phat trién

sdn pham hién tai.

quangvan.vn | fb.com/quangvanvn
Email: sales@quangvanbooks.com

Phone: 0243 797 06 09

Address: S6 31, ngd 150 Hoang Céong Chat, Phui Dién, Bac Tit Liém, Ha Noi.




Agile Leadership

for a VUCA - BANI World

Tam dich: Lanh dao Agile trong theé gigi
VUCA-BANI

Dién gia

Lé Khiac Nhién An

Chic hin nhiéu ngudi trong chtng ta da nghe dén VUCA. Day la khai niém dung dé mé ta cac dic
diém ciia thé€ gi6i ma ching ta dang song. Day la tur viét tat cta:

» Bién dong (Volatile)
» Khong chic chan (Uncertain)
» Phic tap (Complex)
» Mo ho (Ambiguous)

The environment demands you react quickly
to ongoing changes that are unpredictable

VOI Oﬂ |e' and out of your control

The environment requires you to take action

U ﬂ C e I'TO i ﬁ without certainty

The environment is dynamic, with many inter
C om Dl eX dependencies

H The environment unfamiliar, outside of your
Amb'g uous expertise
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Khai niém BANI c6 thé it ngudi bi€t dén hon, tic 1a mot thé gisi:

» Dé duat gay (Brittle)

» bang lo (Anxious)

» Phi tuyén tinh (Non-linear)
» Kho hiéu (Incomprehensible)

D@

BRITTLE, ANXIOUS, NON—LINEAR, INCOMPREHENSIBLE

Hay cuing nhin lai va tra 16i mot vai cau héi quan trong:

» Thé gidi clia ban (cong viéc, su nghiép, kinh doanh, méi quan h¢, gia dinh, cudc
song, v.v.) da bi anh huéng nhu thé nao béi VUCA &; BANI cho dén nay?

» Giai phap ctia ban cho dén nay la gi?

» Trén thang diém tur 1 dén 8: Ban nghi ban c6 thé cai thién bao nhiéu hon nira?

8: Rat nhiéu thir c6 thé dugc cai thién

1: Khong ¢6 gi hoac rat it c6 thé dugc céi thién hon

Vietnam Conference 2023



Mo hinh Lanh dao Agile

Bién déng Khéng chac Phirc tap Mo hd

" L L N NN NN NN NN NN WA R W ¥ [
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bang lo ;Phituyén Kho

, . . = A
tinh (Non- : : ieu
| 3 (Incomprehensibl _;
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Kha nang phuc Sy chi tam Thich trng Minh bach
(Attentiveness -

$ .4 NZ) 70O

. \
L\ T~—
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Thit 1: Khd ndng phuc héi <=> MUC DICH

» Tai sao c6 (cac) Muc dich c6 thé gitip Ban phat trién Kha nang phuc hoéi ctia minh?
» Muc dich ciia ban la gi?

Thit 2: Chit§ <=> UU TIEN

» Tai sao c6 Uu tién c6 thé gitp ban phat trién sy cha y cia ban?
» Uu tién ctia ban la gi?

Thi 3: Thich #ing <=> LINH HOAT

» Tai sao linh hoat hon c6 thé gitp ban phat trién kha nang Thich (ing cia minh?
» Ban sé lam gi dé tang tinh linh hoat ctia minh?

Thit 4: Minh Bach <=> CHIA SE

» Tai sao Chia sé nhiéu hon c6 thé giup ban dat dugc sy minh bach hon?
» Ban du dinh chia sé diéu gi?
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Khéng chic Phtrc tap

Bién dong Mo hé

w I L B 1 » ra
. - -] . " . -4 .
.

Déditgay i | Dénglo : | Phituyén i KEO
E i i tinh(Non- i | hiéu

i i (ncomprehensibl ;

Sw chd tam

Minh bach
(Attentiveness - ®

$,4 N O
¥ (o €3,
— éf‘il:' T

B Muc dich (Purpose) WFu tién (Prioritization) Linh hoat Chia sé (Sharing) =
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Project
Management
Institute.

Vietnam

Héi qudn ly du &n chuyén nghiép theo tiéu chudn PMI tai Viét Nam
PMI Vietnam Chapter Gng hd cdc tiéu chudn dao duic va chuyén
nghiép dé quan ly du dn trong tdt cd cdc ngdnh. La hién than cua
mét phong trdo todn cdu nudi dudng thuc hanh tét, trdch nhiém va
su linh hoat cho nghé nghiép quadn tri du an.

PMI Vietham Chapter quy tu

hon 200 chuyén gia

lam viéc trong linh vuc qudn ly du dn, mang lai gid tri to I8n cho cdc
t6 chuc, doanh nghiép, dia phuong va cdng déng réng 18n.



Navigating Through Challenges Achieving
Resilience in Organizations

Tam dich: Diéu hudng qua cac thit thach - Dat dugc Rhd ndng
kién cuong trong cdc to chirc

Dién gia
Tang Tze Chin

1. Meta ctia Zuckerberg mé ra “thoi dai hiéu qua”

Nhu chia sé cia Mark Zuckerberg: “Chang ta dang buéc vao “thdi dai hiéu qua” 20 nam qua dugc
coi la nhling nam bung nd, 1ai suit thap, tang truéng cao, trat tu thé giéi kha én dinh.

Nhung trong 3 ndm qua chung ta lai dugc chiing ki€n nhiéu ct s6¢: dai dich COVID-19 trén toan
cau, chién tranh & chau Au, 13i suit tang, thoi dai “dai kinh dich”, nguy co co rat/suy thoai kinh té
toan cau cao

Do do, c6 ba tuyén bd va mdt thach thitc quan trong déi véi cac té chirc trong “thoi dai hiéu qua™

» Tuyén b #1: Cac td chirc can phai chon dung viéc dé dat duge thanh cong trén
thi truong, hi€éu qua trong viéc xac dinh va chuyén giao gia tri khach hang.

» Tuyén bd #2: Cac t6 chiic can lam viéc ding dé mang lai gia tri bén viing vé tai
chinh va c6 lgi nhuén.

» Khéng dinh #3: Khong thé thuc su dat dugc su can bing gitra hai diéu noi trén
vi thé€ giéi khong ngung thay déi. Nhitng gi hiéu qua hom nay, cé thé khong, va
nhiéu khéa nang la khong hiéu qua vao ngay mai.

-> Thach thitc: Khi moi thit thay ddi, thi khi nao chting ta nén tap trung vao lam dang viéc va khi
nao chung ta tip trung vao lam viéc dung?
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2. Tu duy phan cuc

dFW

Anh huéng tich cuc

" TU DUY PHAN CUC

Tang trudng (ngudi dung, Colai
doanh thu, con nguai) Chi phi higu qud
Sy ddi mai Nhén vién gén kér

Anh huéng tich cuc

S&n phdm mdi

Lam ddng viéc ( x } Lam viéc ding c&chw

Anh huéng tiéu cuc Anh huéng tiéu cuc
San phdm phu phiém/ vé dung Mong manh/ clng nhac
Thué qud nhiéu T tré
Khéng cd Idi nhudn Kiét stic cla nhan vién

3. Dan dit véi C.A.R.E

DAN DAT VOI C.A.R.E

Y thic Kha ndng thich ting Phan hoi Thuc thi
Tao nhin thicc vé mbi Cho phép ra quyét dinh & tat Khuyén khich tir chi Cai tién lién tuc thong
truong bén ngoai va ca cac cip T —— qua ki€m tra va thich
bén trong R e R " u?l lf l'lg“-'dl': oa‘ ung

v qua trinh ra quyét phan hai vdi thong tin

Thu nhip va cung cap dinh ¢ thé dao ngugc san co Tao van hoa hoc tip
thong tin § tat ca cac (reversible decision making) Nudi dudng mbi trudng trong toan td chire
cep Trau doi nhitng cach lam viéc an toan tim Iy Phan hoi thong qua
Cho phép théng tin mdi bang chitng

chiy qua td chite
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Cross-Cultural Agile
Development

Dién gia

Makino Gene Takashi

Makino Gene Takashi dén tir atWare. atWare c6 dia diém tai Nhat Ban va Viét Nam. Khong chi tai
atWare, trong thé gidi toan cau héa ngay nay, thong thuong cac nhom Agile c6 cac thanh vién tir
cac nén van hoa da dang. Su da dang khong chi dugc thé hién 6 qudc tich, ma ca gisi tinh, thé hé,
vai tro va cong ty. Mac du su da dang nay mang lai nhitng quan diém va hiéu biét c6 gia tri cho cac
du an, nhung no ciing dat ra nhiing thach thitc doc dao vé giao ti€p, hgp tac va ra quyét dinh.

“Tuckman's Stages of Group Development”

| djourning

Peﬁor i

Productivity
A A

Time

“Cac giai doan phat trién nhom ctia Tuckman”

Dau tién, mot nhom dugce thanh 14p va giai doan Hinh thanh (Forming) bit dau. Cac thanh vién cta
nhom dang hanh dong theo théi quen. Ho khong biét ro cac thanh vién khac.

Trong giai doan thir hai Bao t6 (Storming): xung dot xay ra do su khac biét trong cach cac thanh
vién lam viéc va su thi€u hiéu biét ctia ho vé cac thanh vién khac trong nhom.

Sau xung dot, khi sy hiéu biét ctia cac thanh vién vé nhau tién trién hon, ho bt dau thay déi thoi
quen va hanh vi cia chinh minh, va nhém chuyén sang giai doan On dinh (Norming), trang thai ma
ho c6 thé lam viéc cting nhau nhu mét nhom.

Khi cac thanh vién ti€p tuc hiéu nhau, ho dan bé sung va phu thudc 14n nhau, va nhém chuyén sang
trang thai hiéu qua, day 1a giai doan Hiéu sudt (Performing).

’r 3: gl l S 79
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Previous Product Team and Stakeholders

1ed

W
/ Scrum Team \'\ad
/Dev Team
VN < JP Product Planning Dept. Product Planning Dept.
< Development Dept. <> Sales Dept.
Senior < Junior <> Operations Dept.
< Fresher | JP-Big/Traditional Company <> Other Systems
< JP-Small Company <> Vender(USA)

\KMale < Female < VN-Startup / /

Cau triic ciia nhoém sian pham truéc day ctia atWare va cac
bén lién quan.

Doi ngii phat trién bao gom cac ky su Nhat Ban va Viét Nam. Mot s6 ky su c6 hon 10 nam kinh ng-
hiém, mot s6 c6 mot vai nam, va mét so6 1a ngudi méi. Co ca ki su nam va ni.

Ho lam viéc nhu mét nhom véi Scrum Master dén tir khach hang, mot cong ty truyén théng 16n ctia
Nhét Ban. Nhu thudng 1€, Product Owner rat ban ron. Va mic du anh ay la thanh vién ctia nhom
Scrum, anh &y khong lam viéc cung nhém moi ltic, ma chi giao ti€p qua cac sy kién han ché nhu
danh gia va 1ap k€ hoach chay nuéc rut.

M&i giai doan ctia mé hinh Tuckman chi dugce thuc hién bdi cac nha phat trién va Scrum Master.

Vai thang tru6c, nhém nay dang hoan thanh viéc phat trién mot san phdm va thyc hién retrospec-
tive cudi cung cho du an dai han nay. Ho nhéan thiy nhiing vin dé nghiém trong.

Last Retrospective of Previous Project

Get insight
Develop features e e
that no checking information, Is stopped = real
. world business
usage of user on ProjectvalIes | | iak bhansa tost
- and we have to
production support PO adapt
(ex: if there are sometime
features with no user aSk fOI‘ more
usage, we don't know) stories” | 1L |Bettertalk/
pport 5
' l ;té) ar?d get closer | | discuss
values Toctor | with directly if
PO/SM possible
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Cach atWare @3 lam d€ vugt qua nhirng thach thirc va
kham pha cach d€ tao ra cic nhom Agile da van héa co gia
tri cao.

Tinh hinh thi trudng Cong nghé thong tin tai Nhat Bdn

Tai Nhat Ban, ngudi ta du doan ring sé thi€u t6i 790.000 chuyén vién Cong nghé thong tin vao nam
2030.

Ly do: Mat can ddi cung cau doi voi DX

» M§ rong nhu cau Céng nghé thong tin...
» Can ky su tay nghé cao...
» S6 lugng ky su trong do tudi lao dong giam dan...

Quyét dinh ciia atWare

Dé khic phuc van dé do, khoang 10 nam trudc - atWare da quyét dinh chap nhan thach thirc phat
trién linh hoat va bit dau “danh bit xa bg”

Quyét dinh va ky vong ciia atWare khi dén Viét Nam

Tai atWare, moi ngudi danh gia cao viéc dong sang tao. Do d6, atWare mong mudn “Xay dung maoi
quan hé cho phép chiing ta tap trung vao gia tri ctia sdn pham vdi tu cach 1a ddi tac binh dang véi
BAN (Viét Nam)"

Hoat dong team building
Dé thiét 1ap mot moi quan hé cong bing, cac hoat dong xay dung doi ngii la rat can thiét.

Vi vdy, 6ng Takashi da chia sé vé mot s6 hoat dong xay dung doi ngii ma 6ng va cac dong nghiép da
thuc hién - tép trung vao viéc ton trong su da dang.

» Team building &€ chap nhén c4 nhan:
® Hen-Ai Map:

O Chia sé nhiing gi ban thich lam (cong viéc, s thich, gia dinh / tha cung,
nhiing cau chuyén trong va ngoai nha, v.v.) va tim diém chung.

O Muc tiéu: dé cdm nhan cam giac gan gii, tang s6 lugng va chat lugng giao
tiép.

O Luu y c6 d6 udng co6 con la tét nhat

® Dong luc thic day

O Cac hoat dong dé hiéu dong luc ctia nhau.
O Muc tiéu: Khi lam viéc trong mét nhém va thiac ddy mot du an, diéu quan
trong la tranh nhitng xung dot khong can thiét va quan tam dén nhau.

@ Bai tip Drucker

O Tra16i ba cau hoi va chia sé lai:
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e Diém manh ca toi la gi?
e To6ilam viéc nhu thé nao?
« Nhiing gi cac thanh vién trong nhém c6 thé mong dgi tir t6i?
O Muc tiéu: Hinh dung va dong bo diém manh va ky vong ctia nhau vé nhiing
ngudi khac trong nhom.
» Team building dé chap nhin su da dang & Viét Nam va Nhét Ban.
@® Noi tiéng Anh cang nhiéu cang tot
® Noi chuyén phi€ém sau DS, ZATSUDAN
O Trao d6i ngdn nglr (ngudsi Nhat hoc ngoén ngl Viét Nam/ ngudi Viét Nam hoc
ngon ngtr Nhat)
O Noi ngdn nglt ho quan tam => Tim hiéu s thich cta ho
® Vong tron doc bang tiéng Anh
O Muc tiéu la mudn moi ngudi c6 cung cach hi€u (giam thiéu khoang cach cta
nhom)
® Lam viéc theo cap/mob két hgp ca ti€ng Anh va ti€ng Viét
® Cac chuyén tham, giao luu gitra Viét Nam va Nhat Ban.
O Tim hi€u mo6i truong lam viéc va sinh s6ng
O Thuc hién mot s6 hoat dong Team-building cting nhau tai cung mét dia diém

Két qua

Nhom phat trién hién tai duge chuyén truc ti€p tir nhém phat trién ctia san pham truéc d6. Nhom
phat trién da trai qua cac giai doan Hinh thanh va Bao t6 v6i tu cach la mot doi. Vi qua trinh phat
trién san pham trudc do da két thac, thong thudng nhom sé tién hanh thoai trao, nhung atWare da
khong lam vay. Ma thay vao d6, nhom da dugc tai st dung.

atWare la mdt céng ty phat trién phan mém nhd. Vi vay, Takashi tin ring c6 thé giit nguyén nhom
phat trién ctia minh tru6c day va lam viéc trén cac du an phat trién san pham khac nhau.

Reuse the team without going "Adjourning”

Productivity
A

Adjourni'ng
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atWa re

-7 atWare
-~ [ Viet Nam

Empower client's
business with Agile

atWare dugc thanh Iap tai Nhat Ban vao ndm 2004, véi st ménh "Make The

People Happy with Providing A System".

Khdach hang cia atWare va ngudi dung hé théng do atWare tao ra khdng chi
gi6i han & Nhat Ban. Ndm 2020, atWare bét ddu kinh doanh tai Viét Nam.

B\

Keep Improving

Y “,:
AN

Fun to Work

Equality

=

Learn Sincerely from
Our Actions

Falen

lie—

Freedom and
Responsibility

e

Convince Their Hearts

Be a Transparent
Organization

oG
[ XX

ik

One for All and
All for One

Do an Action

4

Be Honest

You can decide



Business Agility
Powered by

Dién gia

Learning Yy TaiHujuh

Tam dich: Business Agility dugc ho trg bdi hoc tdp

Thuat ngit “Con bao hoan hao”

“Con bao hoan hao” nghia la khi moi thir 4p dén cung ltc thi con bao binh
thuong nhat cling c6 thé tré nén cyc ky dir doi. COVID-19, khiing hoang
kinh t€, chién tranh, d6 la nhiing ki€u con bao hoan hdo. Gan day thuat
ngl “Con bao hoan hao” dugc st dung kha nhiéu dé mo ta tinh canh hién
tai.

Business Agility la thuit ngir dugc dua ra trong khoang 3 nam trd lai day la
mot cach thiac dé ddi phoé véi “Con bao hoan hao”

Cudc canh tranh giita Cdu chuyén tién hoa ciia
Blockbuster va Netflix giong loai Dinosaurs

Khoang ching 20 nam truéc Blockbuster thong Su tién hoa ctia Khiing long khong phai ra con
tri thi truong cho thué phim, nhung dén khodng  rua, con ca sdu ma ra con ga. Su tién hoa nay

2017, su chuyén minh ctia Netflix lam thay d6i cling cho thay vai tro cta su linh hoat doi véi sy
hoan toan thi trudng véi cach lam rat sang tao sinh ton va phat trién ctia giong loai trong diéu
trén mdi trudng so. kién moi trudng bién dong.
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binh nghia Business Agility

D&u hiéu ctia Business Agility la kha nang ctia mét t6 chtic ndi chung, ndm bat dugc
su dot pha va dap ung v6i thuc té€ thi truong dang thay déi, dong thdi nang cao vi thé
cta minh trén thi truéng.

Respond
Ability to remain relevant by changing
the status quo

Constructs

Elevate
Abllity to innavate on
existing offerings

Disrupt
Ability to create new
market

biéu chinh lgi cach doanh nghiép tiép can boi canh
hién tai ctia ho. Nguon: Deloitte

Dé hién thuc hoa Business Agility, cac té chic can nudi dudng van hoa hoc tap va déi méi

» Khang cu véi su thay d6i: Khong phai tat ca déu hiéu sy can thiét cia sy linh hoat trong
kinh doanh.

» Thi€u cam két ctia Lanh dao: Phong cach lanh dao khong phti hgp véi tam nhin & van
hoa mai.

» Khoang cach ky nang: Thi€u nhan lyc lanh nghé, thi€u giao ti€p va cong tac.

Business Agility - Pugc hé trg béi hoc tap
1. Hoc - khong chi la dao tao

» Xay dung t6 chttc hoc tap

» Tao ra van hoa hoc tap

» Lam cho viéc hoc tré nén dé tiép can

» Do luong két qua

» Phu hgp véi tdm nhin va st ménh

» Tap trung vao cac gia tri, thai do, déi maoi
» Tao dot pha

» Ca nhan/ca nhan hoa

fogile
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2. Cong dong thuc hanh - khong chi theo nhom

» Ap dung khai niém CoP hoic Guild
» Lién quan dén CoE hoac Chapter
» Bit dau véi nhitng ngudi ting hd

» Tao moi trudng an toan

» Bién thanh thoi quen

» M& rong téi doi tac/cong dong

» Thir mét du an ma ngudn méd

» DGi méi khong chi cai tién

What we care about

Practice
What we do together about

3. Két noi dé doi mai khong chi doi mai dé ket noi

. e
EXPOSURE/SCOUTING u P [ N . |=
TR

H

EATERNAL
2

@

STARTUP-IN-CORPORATE VENTURE CAPITAL

‘ 4
3 .
INNOVATION LAB VENTURE CLIENT

Két ludn

» Business Agility dugc thuc day boi hoc tap véi 3 diém luu ¥:
» Hoc - khong chi dao tao

» Cong dong thuc hanh - khong chi theo nhém

» Két noi dé d6i mai khong chi déi méi dé két nai

\{gile
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OUTCOMES BASED N
WAY OF WORKING  (B38k ™"

Tam dich: Lam viéc dua trén két qud

Khi nhic dén outcome trong dau ban ggi 1én diéu gi? Trong mdi trudng kinh doanh, outcome am chi
dén gia tri, taic dong hay lgi ich mang lai cho cong ty, cho khach hang, cho cac bén lién quan, thim
chi trong phuong dién ca nhan. Mot ngudi anh em khac ciia outcome la output. Vay giai thich mot
cach ngin gon output la gi? Néu outcome la két qud, thi output 1a cac sdn phidm trung gian dé tao
ra két qua do.

Clear and compelling Description of the impact Deliverables that you produce What you need to do in order
Definition description of something that you're seeking 10 achieve; the to create the outcomes to produce the outputs

you seek to create, rooted in change you want to see in

a deeply felt purpose service of achieving the

vision
Example 1 A valued partner fo co-create Recognized as a valued Prepare, register and present
(my vision) a better & more productive contributor to Agile Outcome based Way of the topic at Agile conference
W workplace community Working 2023
Example 2 3-5 fimes more patient benefit Patients experience a simpla A revised dinical trial Map existing process,
(work) at 50% cost to sociely enroliment process and enroliment process and redesign, test, and implement
: report high satisfaction patient feedback survey new process

Outcome khdng tu nhién xuat hién ma xudt phat tir mdt thi 16n hon, bao trum. P6 1a tam nhin.

e.g. Meaningful Improvements in quality of care for
patients

(22N
Higher job satisfact W % ; M fi
e.g. Higher job satisfaction : e.g. Most impactful
RS/

work is prioritized

People Way of Working
outcomes outcomes

e.g. Increase
benefits
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No6i t6i Agile 1a huéng téi con ngudi, mét t6 chic Agile khong thé chi dya trén cac outcome lién quan
dén lgi nhudn ctia doanh nghiép, t6 chlic ma t6 chitc con phai theo dudi cac outcome khac, dic biét
la trong giai doan chuyén ddi thi cac outcome vé con ngudi, vé phuong phap lam viéc (way of work-
ing) 1a rat quan trong.

Mot trong nhing trong tam la téi uu cac ngudn luc dua trén cac cong viéc mang lai tac dong, gia tri
cao nhit. Khi ma té chitc dan dan trudng thanh thi nhitng outcome lién quan dén con ngudi, phuong
phap lam viéc sé hd trg rat tot cho nhitng outcome lién quan dén kinh doanh ctia té chiec.

Cac ban da ro vé outcome trong té chtic Agile, viy thi c6 dang dé ching ta xay dung md hinh lam
viéc dua trén outcome, theo dudi outcome nhu la muc tiéu.

Nguyén tic dau tién trong Tuyén ngon Agile: Uu tién hang dau ctia chung ta 1a sy hai long ctia khach
hang, thong qua viéc chuyén giao san phdm phan mém c6 gia tri, nhanh chéng va lién tuc.

V6i cac cong ty lam vé san phdm nhu 6 t6 hodc khéng phat hanh san phdm ma lam dich vu thi nguyén
tdc nay c6 dang khong, co ap dung dugc khong? Chung ta chi can thay déi tir ngr mot xiu la dugc:
Uu tién hang dau ctia ching ta 1a sy hai l1ong ctia khach hang, thong qua viéc mang lai gia tri nhanh
choéng va lién tuc.

Lam viéc theo outcome la mét tién trinh lién tuc.

Qutcome Based Transition Qutcome
Planning time Realization
Pull through

leamings

Understand
situation Define works
Identify
outcomes
0 Execute works
Share
outcomes
Prioritize
outcomes

Review outcomes & Impact
Retrospective

Vé co ban ¢6 9 budce.
Budc 1: Hiéu tinh hudong
Nhom hiéu tinh hinh hién tai va tuong lai, nhan thic ro ¥ nghia déi véi cac bén lién quan chinh.

Tra loi cac cau hoi chinh:
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e Nhu cau nao ctia khach hang néu dugc gidi quyét sé dan dén tac dong 16n nhat nao?

e Chung ta dang cam nhan dugc diéu gi trong hé thdng bén ngoai va diéu d6 anh hudéng nhu
thé nao dén két qua hoac cong viéc?’

e Cacuu tién hién tai ctia doanh nghiép la gi? Chién lugc toan cau va dia phuong (néu ap dung)
ctia ching ta la gi?

Budc 2: Xdc dinh két qud
Két qua mo ta gia tri du ki€n cho cac bén lién quan cu thé va nhoém hi€u rd cac két qua nay.
Tra loi cac cau hédi chinh:

e Ching ta mudn tao ra tac dong gi v6i khach hang, cac bén lién quan va té chic? (KHONG phai
1a hoat dong)

e Lam thé nao chling ta biét khi nao chung ta dat dugc diéu do (bao gom ca khung thai gian va
phuong phap do luong)?

Budc 3: Chia sé két qud

Nhom nhén thitc dugce cach Két qua ciia ho két noi véi K€t qua clia cac nhom khac, biét duge nhitng
gi da c6 va cach ho cé thé cong tac trong cac cong viéc lién quan.

Tra loi cac cau héi chinh:

e Nhing giai phap nao da c6 6 noi khac? Ching ta cé thé tai st dung hodc diéu chinh cho céac
bén lién quan khong?

e (CoOng viéc nao dang dugc tién hanh c6 thé gitp dat dugce két qua mong mudn?
e Ban c6 thdy cong viéc bi trung 1dp khong? Co6 nén dung 1ai?

e Lam thé nao chang ta c6 thé hgp stc dé dat dugce hiéu qua cao hon va/hodc tac dong 16n
hon? Lam thé nao ching ta cé thé pha v cac silo va hoc hoi lan nhau?

Budc 4: Sap xép do wu tién clia cdc két qud

Nhom nam ro cac buéc hanh dong ti€p theo dé dat dugc két qua va dugc lién két véi cac cong viéc
uu tién.

Tra loi cac cau héi chinh:
e Tait ca cac bén lién quan chinh c6 lién két v6i nhitng uu tién nay khong?
e Chung ta c6 cac nguon luc dé€ thuc hién nhiing uu tién nay khong?
e Lam thé nao dé dam bao nguon luc?
e Chung ta da thiét 14p ky vong r6 rang chua?
Budc 5: Thiét lap nhom

Nhom 1am viéce dugc thiét 1ap véi cac nang luc can thié€t, hinh thanh va lién két véi tac ddong mong
muon.
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Tra loi cac cau héi chinh:
e Kién thic, kj nang, kinh nghiém nao sé c6 ich cho cong viéc nay - bao nhiéu va trong bao lau?

e Chung ta két hgp v6i nhau dé€ 1am gi va ching ta mudn lam viéc cung nhau nhu thé nao dé
dat duoc diéu do?

e Chung ta c6 nhing gi ching ta can khong? Chung ta c6 thé can gi nita?

e Nhimng ngudn luc nao khac sé/co thé can thiét va chung ta ddm bao nhitng nguén luc do6 nhu
thé nao?

Budc 6: Xdc dinh cong viéc
Nhom lam viéc xac dinh cong viéc, cach thitc hoan thanh cong viéc, Binh nghia Hoan thanh.
Tra loi cac cau hoi chinh:

e Chung ta c6 dugc trao quyén va ro rang vé thoi diém chang ta can tim ki€m 16i khuyén /su
phé duyét khong?

e Lam thé nao dé ching ta do luong tac dong?
Budc 7: Thuc thi cong viéc

Cong viéc duge thuc hién véi su hoc hoi va diéu chinh lién tuc huéng téi két qua mong mudn cho
khach hang theo cac phuong phap do luong muc tiéu.

Tra loi cac cau hoi chinh:

e Lam thé nao dé chiing ta biét rang cong viéc dang thuc su gia tang gia tri/mang lai lgi ich/
c6 tac dong?

e Lam cach nao chang ta tdn dung phan hoi dé cai tién, 14p lai va gia tang dang ké tac dong?
e Lam thé nao chiing ta c6 thé ti€p tuc cai thién cach lam viéc theo nhoém?
Budc 8: Pdnh gid két qud & Cdi tién tdc dong

Két qua mong mudn dat dugc cho khach hang. Cac bai hoc va insight dugc ghi lai va cac thanh vién
trong nhoém dugc giai phong.

Tra loi cac cau héi chinh:
e K&t qua mang lai gia tri/tac dong gi cho khach hang, xa hoi & cong ty clia ching ta?
e Lam thé nao dé nhiing tac dong nay gitp chling ta tién téi cac két qua dai han?

e Aikhac trong t6 chiic c6 thé hudng lgi tir cong viéc va nhiing bai hoc nay - 1am thé nao ching
ta c6 thé chia sé nhing diéu nay mét cach tét nhat?

Budc 9: Luc kéo thong qua hoc héi/hoc tdp

“Vién canh/Trién vong” ctia doanh nghiép dugc thuc hién dé nhitng ngudi khac c6 thé tin dung cac
kién thirc va két qua dau ra c6 lién quan dugc tao ra.
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Tra loi cac cau hoi chinh:

e (CO cong viéc nao khac can thiét dé nhan ra két qua khong? Cac tin hiéu do ludng ctia chting
ta noi lén diéu gi?

e Cong viéc hoac viéc hoc tép co thay déi bat ctr diéu gi vé két qua dai han ctia chiing ta khong?

e Lam thé nao chling ta c¢6 thé ap dung cac bai hoc vao chu ky lam viéc tiép theo, két qua trong
tuong lai hodc phuong phap cong tac?

e Aikhac c6 thé hudng lgi tur viéc hoc tip clia ching ta va lam thé nao ching ta c6 thé chia sé
nhiing diéu nay?

Ké&t qua dua trén phuong phap lam viéc:

@ @, 8,

Keep the focus on the ultimate impact of Encourage ourselves to think about the Frovide clarity and ransparency on
our wiork rather than tasks/outputs long and mid t=rm and how our immeadiate the connection 3cross 12ams,
wiork contributes towards that communities, etc
- L] *
ﬁh: i"'! D
e =
Create space for thinking out of the box Adopt VACC leadership, encourage Invite 3 reguisr review of progress and
and sxplors siternate ways that might creative mindset and emgowerment with learnings, allowing for ongoing
be quicksr, better or cheaper to accountabilties adaptation

sccomplish what we're seeking

e Cac hanh vi & nguyén tic cho phép cach lam viéc dua trén két qua
e Tép trung vao tac dong cudi cling ctia cong viéc hon la cac nhiém vu/két qua dau ra

e Khuyén khich suy nghi vé dai han va trung han va cach céng viéc hién tai ctia ching ta dong
gop cho muc tiéu do

e Dam béo su rod rang va minh bach vé két ndi gitta cac nhom, cong dong,...

e Tao khong gian cho suy nghi sang tao va kham pha nhiing cach thay thé nhanh hon, tét hon
hoac ré hon dé dat dugc nhing gi ching ta dang tim kiém

e Ap dung phong cach lanh dao VACC (Visionary, Architect, Coach, Catalyst), khuyén khich tu
duy sang tao va trao quyén di kém trach nhiém gidi trinh

e Danh gia thuong xuyén vé ti€n do va viéc hoc tap, cho phép su diéu chinh lién tuc
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Nghién ctru sau
1. Xdc dinh két qud mong muon

Ba két qua dua trén thai han (time-horizon)

x

2 - Vigion (~ 10
yea
Longterm 4
outcomes e
3 JJ“J‘?I (35
" years)

Mid term
outcom

(90 days - 1
ear)

2. Cach viét két qud
N6i rd két qua cudi cting ma chiing ta dang c6 ging dat duoc

e Néu chiing ta c6 gang hét stic, khach hang sé nghi gi, cdm thdy gi, biét gi va lam gi?

Liéu no c6 thuc ddy gia tri kinh doanh va gitp chung ta dat duge tam nhin khong?
e NO c6 tham vong & kha thi khong?
e NO c6 tap trung vao khach hang khong?
e NO c6 don gian va ro rang khong - moi ngudi c6 hi€éu n6 dé dang khong?
e Lam thé nao ching ta biét dugc? N6 c6 thé do luong va kiém ching duge khong?
Mot két qua dugce dinh hinh la két qua ctia hanh dong, ch khong phai ban than hanh dong do!
3. Cach sdp xép do wu tién ciia cdc két qud
M Highest priority | Implement/ Do it now

Assign resources immediately; prioritize based on the time required to
realize benefits of each initiative, sequence to suit

H
& Potentially desirable | Challenge / Refine
Impact Select elements of initiatives to simplify implementation
towards (if no interference with high priorities)
Outcomes . . . . )
HML B  Potentially quick wins | Pick / Do it later or now

Execute selected initiatives as quick wins (if no interference with high
priorities)

Least desirable | Stop/wait / Eliminate
Not a good resource investment — delay or abandon

L H

Ease of Implementation
LMH
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Sap x€p do uu tién dua trén gia tri

e Uu tién cao nhit | Thuc hién/Lam ngay: Phan bé nguon luc ngay 14p tirc; uu tién dua trén thoi
gian can thiét dé nhan ra lgi ich ctia tirng sang kién, trinh tu phu hgp.

e Mong mudn tiém nang | Thach thirc/Cai ti€n: Lua chon cac yéu t6 ctia sang kién dé don gian
hoa viéc thuc hién (né€u khong can thiép vao cac cong viéc cé do uu tién cao).

e Cac chién thing nhanh tiém nang | Chon/Lam sau hodc bay gio: Thyc hién cac sang kién da
chon la cac chién thing nhanh (né€u khong can thiép vao cac cong viéc co do uu tién cao).

e It mong mudn nhat | Diing/Chd/Loai bd: Khong phai 1a mot khodn dau tu nguédn luc tét -
hoan lai hodc tur bo.

4. Hién thuc héa két qud

Outcome realization is the process of implementing work with continous learning &
adaptation toward desired outcomes

Waterfall

The Stacey Matrix Example: Organize a yearly business planning
meeting

p-fmu:ﬁmﬂr: Desion Devmbop Temt Denley

R
e Agile

Example: Build a mindset shift of network collaboration

2oy o3 b MW S

Vi cac loai cong viéc khac nhau c6 thé gop phan tao ra két qua, Agile hay Waterfall déu c6 thé dugc
ap dung. Hién thuc hoa két qua 1a qua trinh thuc hién cong viéc vai viéc hoc hoi va thich g lién tuc
dé dat dugc két qua mong mudn.

5. Cdi tién tac dong

The Impact Retrospective is a 1 -2 hour meeting at the end of each cycle where the team
reflects on the created value/impact and looks for new insights on how to do better

The main purpose of the event

Assess impact/value Inspect how the last
created, whether or not cycle went with regards
desired outcomes are to people, process, tools
achieved and impactivalue created
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banh gia két qua & phan tu

Cai tién tac dong (Impact Retrospective) la cudc hop kéo dai 1-2 gid vao cudi mdi chu ky, trong do
nhom phan tu vé gia tri/tac dong da tao ra va tim ki€m nhiing insight mai vé cach lam t6t hon.

Muc dich chinh ctia su kién la:
e Danh gia tac dong/gia tri dugc tao ra, céd dat dugc két qua mong mudn hay khong

e Kiém tra xem chu ky truéc da dién ra nhu thé€ nao vé con ngudi, quy trinh, cong cu va tac
dong /gia tri dugc tao ra

e Nam bt cac bai hoc quan trong & cai tién tiém nang, cach sap xép do uu tién
6. Do luong tdac dong

Hanh trinh vé cach do luong tac dong:

|

Outcomes based way of
working

Assess valuedimpact creation
Need a framework of signals

Use lagging + leading indicators

.
.
.
.

OKRs Measure fo understand & make
decisions
KPls A
ACTIVITIES & OUTPUTS
Count actions taken; % compiete or
things produced

7. Khong gian lam viéc hgp tdc vé ket qud

Mot nén tang s6 dé chia sé két qua, dau ra, viéc hoc tap va tac dong gitta cac nhom.

B ovscmes O Leaming & Impact

Pt b e P
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Tong két
e Két qua (outcome) la nhitng thay déi trong hanh vi cia khach hang, ngudi dung, nhan vién
mang dén nhiing diéu tot dep cho cdng ty cia ban hoac bat ky ai 1a trong tdm trong cong viéc
ctia ban.
e Phuong phap lam viéc dua trén két qua la mot phuong phap Agile & quy mé 16n gitp cac té
chitc dat dugce tam nhin mong mudn ctia ho.
e Trong phuong phap lam viéc dua trén két qua, cac nhém can phai thuc su ro rang vé gia tri
ma ho dang cd ging tao ra.

e Dua trén tam nhin, 1ap ké hoach dua trén két qua xdy dung ba két qua theo thdi han: LTO,
MTO, STO.

e Phuong phap lam viéc dua trén két qua doi hdi phai cé su thay ddi vé tu duy va sy cam két vé
phong cach lanh dao (vi du: phong cach lanh dao VACC & sang tao).

gile
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Infroduction about the experience
of trying Disciplined Agile and
learning from it

Tam dich: Gigi thiéu vé trdi nghiém
thu Disciplined Agile va bai hoc

Ong Arata Fujimura lam viéc tai Classmethod Japan va 1a Dién gia
thanh vién hoi dong quan tri ctia Classmethod Viét Nam. Arata Fujimura

Classmethod ap dung Agile véi cong ty & Vit Nam

Cau chuyén mé dau

Du 4n moi bat dau véi day hy vong. Phién kickoff du an dién ra véi khong khi that &m cang. Bt dau
sprint 0 that thoai mai, nhe nhang. Cho dén khi sprint 1 bt dau va két thic ma khéng mdt gia tri
nao dugc chuyén giao ca.

Va day la lac dé cai tién...
Thé roi, thiét 14p muc tiéu sprint 2, 3 thap hon ky vong. Néu vdi ti€n do nay, ca doi khdong thé
chuyén giao dugc ntra khéi lugng viéc truée han chét cta du an.

Qua méi sprint, m6i quan hé véi khach hang ngay cang dé v4, nhom lién tuc thuong lugng pham vi
cong viéc véi khach hang.

ROi cling chuyén giao duge nhung khong ai vui vé gi...
Van dé ma ching ta gip phai la:

» Khong ro lam gi trong sprint O
» C6 qua nhiéu vin dé phat sinh vi thi€u su chuan bi trong sprint 0

Giai phap: Disciplined Agile
Disciplined Agile (DA) la mot cong cu két hgp va khai thac hang tram chién lugc Agile, Lean va

truyén thong dé huéng dan ban cach lam viéc tot nhat (Way of Working) cho nhom hoac té chirc
ctia ban.

N6 nhu la bd bach khoa toan thu vé Agile.

Ban c6 thé xem tai hitps: //dabrowser.pmiorg/

fogile
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Trong bai nay, toi chia sé vé kinh nghiém ap dung Disciplined Agile dé xir Iy van dé Sprint 0. bay la
cac buée ap dung

1. Nhan biét béi canh
2.Chon chu ki phat trién
3. Chon “Muc tiéu qua trinh” va “Tuy chon” pht hgp v6i nglt cdnh cta riéng ban

Chon giai doan trong danh sach sau va thit nghiém:

Develop Test Strategy
Develop Common Vision

Secure Funding

Inception
Get the team going in the right direction.

4. Thir nghiém cac lya chon: O mdi buéc & trén, sé c6 mot vai lya chon dé ap dung, c6 huéng dan
thuc hién Disciplined Agile

5. banh gia cac lya chon: banh gia tinh hiéu quéa cta tung lua chon
6. Ap dung nhiing lua chon hiéu qua, loai bé nhitng lya chon khong hiéu qua

7. Quay lai bu6c 3

Tong két:

» Thi€u su chuén bi & sprint 0 gy ra nhiéu van dé

» Disciplined Agile la mot b cong cy, bach khoa toan thu, trong doé cé gisi thiéu
sprint 0 va n6 hiéu qua

» Mot s6 ngudi chi trich Disciplined Agile 1a water-scrum-fall nhung né la can
thiét doi véi mot so du an.

» Disciplined Agile cung cap nhiéu tity chon hon dé thich Gng véi nglr canh

» bung thir nghiém cung mot ky thuét trong nhiéu boi canh khac nhau

fogile
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Running Agile
in Business Circles

Dién gia

Tam dich: Pua Agile vdo cdac vong tron Ellie Nguyen
kinh doanh

Business Owner la ai?

Business Owner khac v6i Product Owner, va cling khac véi Product Sponsor.

Business Owner dong vai tro chién luge va khong tham gia vao cac hoat dong quan ly dich vu hang
ngay (khong tham gia nhiém vu thuc thi). Thay vao doé, ho tép trung vao btc tranh 16n. Ho xac dinh
tam nhin va 19 trinh. Ho ¢6 kién thirc va thim quyén dé dua ra cac quyét dinh chién lugc va loai bd
cac tré ngai chinh tri va tai chinh.

Agile Coach can lam viéc véi Business Owner trudc khi buée vao viéc thuc thi. Chung ta cé thé
thay Business Owner trong cac céng ty c6 thé 1a ngudi ra quyét dinh, CEO, nha sang 1ap, Giam doc
diéu hanh hay chi tich trong t6 chic. Agile Coach can y thitc duge ring day 1a mét bén lién quan
rat quan trong.

Integrity

\Ne BT tasTworthy 5,

¢t ingood falth

ProjectB Project D

30%
Project A ProjectC 0
20% Honest 30%

Ti€p theo, Agile Coach can hiéu dugc cac gia tri kinh doanh (business value). Agile Coach sé gap
Business Owner va hoéi vé nhiing gia tri kinh doanh ho muon dat duge. Néu ban khong quan tam
dén nhiing gia tri nay ban sé khong thé tao dugc gi cho ho. Piéu nay thi cuc ky nguy hiém béi vi
ho chinh 1a ngudi quyét dinh c6 dau tu cho ban va nhom ctia ban khong. Cac gia tri kinh doanh c6
thé dugc nhiéu hinh thirc nhu KPI, OKR, BSC, rii ro ctia viéc ap dung hay su cong nhan ctia khach
hang.

fogile
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Noi cach khac, ho sé 1a ngudi dinh nghia ra What (Cai gi), con ban va nhém sé€ xac dinh How (Nhu
thé€ nao)

Key Performance Objective and Key Balance Scorecard
Category Indicator (KPI) Result (OKR) (BSC)

Purpose Focuses on monitoring performance, Focuses on defining strategic priorities Focuses on setting strategic priorities across
identifying problems and areas of achievement, improve processes and drive 4 distinct perspectives ( Financial,
improvement innovation, including key results in both Customer, Internal processes and learning

business growth and customer centricity growth)
Is a lag measure that is quantitative Is a lead measure that is both qualitative Is a lag measure that is qualitative

and quantitative

Goal setting Top-down Top-down, bottom-up, sideways Top-down

Cadence Majority are set and reviewed annually. Can Typically 90 days Typically 1 year or more
complement OKRs cadence

Transparency Kept confidential between managers and Transparency across and within teams is key Transparency across and within team but

£ i
o,
C

employees as they are seen as HR process - available for everyone difficult to grasp for employees

20 AlAcanfidantisl and

Day la bang so sanh ciia to6i vé KPI, OKR va BSC. Néu ban khong biét su khac biét gitra 3 loai nay,
thi ban s€ ap dung chung mét cach may moc. Vi dy, c6 nhiéu ngudsi nghi ring nhoém Agile thi phai
stt dung OKR. Nhung khong phai nhu véy. Ban cling c6 thé tip trung vao KPI hodc BSC néu cong ty
hoac Business Owner mong mudn.

Vay nhom ban nén chon thuée do nao.

bay la mot vi du vé thuéc do ma ban sé gap khi lam Agile Coach: Thdng ké ap dung Agile. Ban than
tdi da kha la bat ngd khi lan dau nhin thdy nhiing con s6 nay.

Agile dugc ap dung 78% trong cac bo phan Kinh doanh, Nhan sy va Hanh chinh. Ap dung Agile
khong c6 nghia la Scrum, ma la phuong phap Agile dugc dua vao ap dung dén tung bo phan. Ngay
nay, Agile khong chi dugc ap dung cho IT, ma n6 con duge ap dung rong cho cac bd phan kinh
doanh, nhan su va hanh chinh.

63% c6 kha nang quan ly nhitng uu tién thay déi. Agile khong chi duge ap dung vao cac hoat dong
hang ngay nhu Hop Daily hay Retrospective. Ma n6 con anh huéng dén cach chtng ta dat uu tién
va quyét dinh diéu gi la quan trong. Gi¢ day cac uu tién co6 thé thay déi va thay déi hang ngay.

9% - Chtng ta hay n6i dén viéc ap dung Agile that bai, tuy nhién chi s6 that bai ctia Agile chi la 9%,
trong khi chi s6 that bai clia Waterfall 1a 29%.

fogile
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vong tron business agility

Business Agility ngay nay khong chi tp trung vao Quan tri du an, Quan 1y sdn pham, Agile, Phat
trién phan mém hay Scrum va Kanban nhu truéc day.

Ma Business Agility la cac t6 chirc d6i méi Agile va nang né st dung cac phuong phap nhu Lean,
Agile, tu duy hé thong, tu duy thiét k€, Lean UX, Lean Startup.

Day la nam gia tri Business Agility mang lai, ma to6i rat an tugng:
e Gia tang lgi thé canh tranh
e Gia tang tinh d6i mdi sang tao
e Day nhanh thai gian tung sdn pham ra thi trudng
e (Cai thién su hai long ctia khach hang
e (Cai thién su hgp tac va lam viéc nhom

Du6i day 1a hai hinh anh vé hé thong trong té chitc. Mt bén la dang kim tu thap va mot bén la
dang tron. Cac t6 chtic ap dung Agile sé di tir hé thong dang kim tu thap sang hé thong hinh tron.

\"\<g|le
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From traditional organisation... ... to Agile organisation

Rigid hierarchy with Network of teams with
instructions pushed the capabilities and
from the top down ° empowerment needed to

\ deliver on their missions
// Top-down hiemrchy

T\
/ Boxes and lines less

Bureautracy

/ \ important; focus on
// \ action
Detailed ¥ Silos . Leadership shows
instruction / . direction and
/ . enables action to
.. drive impact and
/ 000 Quick charges, flexible SN
resources

Teams are built
around end-to-end
accouniability

Day la mdt muc tiéu ma khéng chi Agile Coach ma ca Business Owner déu mong mudn.

Tuy nhién sy thay déi nay kha la phtc tap. Do do, Cac Agile Coach nén bt dau tir sy thay déi trong
nhom cta minh trudc.

Ban than t6i cling tip trung vao nhém Agile.
Méc du Business Owner van rat quan trong, nhung nhém la yéu t6 tao ra su gia tri truc tiép.

Vi du thuc té vé vong tron business agility

Vi dy, t6i ting hudn luyén mét nhém Marketing. Do d6, téi khong thé dung cac thuit ngit Scrum
nhu doi v6i mot nhém IT. Hon nita cong viéc ctia cac thanh vién cling lién quan mat thiét dén nhau,
mot su thay déi nho can duge thong bao cho nhitng khau trudce va sau.

Do do, t6i da dé xuat véi ho 1dp mot nhém du an véi nhitng thanh vién phu hgp, trién khai theo
Sprint ngén 1 tuan va cac hoat déng nhu hop Daily, Sprint Review, Retrospective va Planning

e Giao ti€p qua nhom Zalo.

e Tang giao ti€p.

e Cip nhat tién d6 hang tuan.

e (Cong bo cac bai hoc hoc dugc véi cd nhom.

e (Cai thién cOng tac va lam viéc nhom.

fogile
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Po “chin” cta Agile
Véi vai tro 1a Agile Coach, chiing ta cling phai cing nhém danh gia dinh ky 16 trinh Agile da di.

Padnh gia Agility Fitness

Being Agile is a team effort. Achieving fluency in Agile and its associated practices is paramount. The
AFA aims to help teams to be fluent in Agile by ensuring routine practices are in place, and visualizing
learning paths.

A team s in good fitness in Agile when even under stress situations, they are still able to follow their
Agile practices,

==

—\
()

S

Focused Practice

de

4 moanths 1 to 5 years

Vi du vé Roadmayp dua Agile vdo to chiic
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FLIGHT LEVELS

Dién gia Dién gia

Kulawat Wongsaroj Kamon Treetampinij

Ale 9
Bo6i canh
Nam 2006, khi nay t6i 1a Dev Lead cia mot nhém senior tai Thomson Reuters. Ho c6 mot trung tam
phat trién 16n & Bangkok, v6i khoang 1000 nhan vién cong nghé thong tin tai thoi diém do.

Va chung t6i tin rang chting toi lac d6 1a mot trong nhitng nhom Agile dau tién tai Thai Lan. Day cling
la 1ac sach vé Agile ctia t6i dugce xuat ban, nén ching t6i da thit moi thit Retrospective, XP, TDD, lap
trinh cdp... Khi do, chang toi nghi moi tha that tuyét, Scrum that tuyét.

Nhiéu Sprint troi qua va chung toi bat dau dé€ y dén nhimg ngudi, nhimg nhém khac. Co Tester: luon
phat hién cac 16i va rat gioi trong viéc nay. Co Ops: Vi t6 chirc ctia chung toi, thi chung t6i ngodi &
Bangkok, nhung doi van hanh lai ngéi & London. Va suét 6 thang, chung toi thuc hién Sprint 2 tuan
nhung khong c6 gi dugc dua vao Production.

6 thang ti€p theo, ching t6i nhin ra con c6 nhiéu nguoi khac nita. Product Owner: trong truéng hgp
ctia ching t6i anh 4y 6 New York va luén muon thém tinh nang, con ching t6i thi khéng thé lam
dugc vi phai tip trung vao dgt phat hanh hién tai. B6 phin kinh doanh: luén hira hen rat nhiéu diéu
v6i khach hang va khi nhin sang chtng t6i, thi ho luén khong thé hiéu dugc sao chung toi can nhiéu
thoi gian dén the.

Chang t6i luén quén nhitng ngudi nay. Mac du, chiang tdi rat vui véi cong viéc ctia minh, nhung
chtng t6i cling dan nhan ra hinh nhu nhu vay 1a chua dd. Scrum la chua du.

Maic du chang téi da hoc rat nhiéu nhung ching téi van thdy rang viéc mé rong khong phai cau tra
16i cho van dé ciia chng toi.

Flight levels

Va roi chting t6i tim duge Cudn sach ciia Klaus Leopold. Cudn sach c6 tén la “Nghi lai vé Agile”
(“reThinking Agile”). Bac biét, ngay & trang bia 6ng c6 mot cau do 1a: “Nhom Agile cha lién quan gi
dén Business Agility”. Va khi 1an dau tién tdi thdy no, toi thdy hoi nhoi dau. Tdi ¢l tu hoi tai sao lai
nhu vay.

Nhung cudi cung né khién t6i phai suy nghi va nhé lai nhitng ngay con lam viéc v6i nhém ctia minh
tai Thomson Reuters: chung t6i la mot nhom tuyét voi, chung t6i da lam tat ca nhing gi dugce dua ra
trong cac cuon sach hay huéng dan va lam rat tét.

Nhung nhu vay van chua du.

Theo Leopold, Business Agility ndm na dugc hiéu 1a kha nang t6 chic ciia ban c6 thé thay déi va

fogile
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thich ttng mot cach nhanh chong.

Do d6, trong cudn sach Leopold cling néi dén mot khung duge goi 1a Flight levels.

Strategy Level

Coordination LeveU

N

Operational Level )

™

Trén cung la cap d6 chién luge v6i cac muc tiéu dai han va ngin han dugc lién két v6i cac sang kién.
No6i cach khac ban sé di tir bt tranh 16n truée.

Cap do tha 2 1a cap d6 phdi hgp. V6i mbi sang kién ban két ndi, ban tao ra mot sy phdi hgp mang moi
ngudi lai v6i nhau béi vi mot minh ban khong thé dat duge muc tiéu.

Cap do cudi cung, 1a cdp d6 van hanh, 1a caic nhoém. D6 ¢é thé la cac nhom Scrum hodc Agile (lién
chtic nang). Hoac cling c6 nhitng nhém chuyén mon nhu ban hang, phap 1y, tai chinh,...

Qua nhiéu nam c6 gang giai quyét van dé ctia minh tir nhitng nam 2006, cling nhu qua quan sat cac
cong ty khac. Chung toi thay rang nhiéu cdng ty ap dung Scrum va Agile thuong bi méc khi mudn dua
cac bd phan khac vao. Do do, day 1a mot s6 bude don gian ching to6i dac rat ra:

1. Bdt dau véi nhom ciia minh
2. Co gdng c6i mé de lan rong ra cdc nhom khdc.
3. Tao su tdp trung thong qua cdc két noi thuong xuyén

Nhu 1a chung toi ¢6 gang chia sé véi cac bd phan khac vé nhiing uu tién ctia minh vé nhiing thix
thach minh gap phai.

Ngugc lai ching toi cting hoi ho vé nhitng uu tién va thach thirc ctia ho. Va méi lan nhu vay, chiung
toi lai c6 co hoi dé diéu chinh k€ hoach sao cho pht hgp. P6 chinh 1a sy thich Gng véi thay ddi ma
ching t6i mong mudn & trén

Trong truoéng hgp ching tdi, ching tdi c6 mot bang chung cho toan bo luéng phoi hgp. Nhu vy
ching t6i c6 thé nhin rd duge trang thai chung. Nho do, chiing toi nhan ra duge nén lam gi, diing
lam gi, diéu chinh gi, diéu gi can dugc ban bac, thao luan dé giai quyét.

4. Lién két cdc nhiém vu vdi muc tiéu

bai véi flight level, chiing ta sé phai thuong xuyén ki€ém tra cac muc tiéu va déi chiéu chung véi cac
nhiém vu. D€ ddm bao cac nhiém vy hang ngay ctia chting ta phuc vu ding muc tiéu.

5. Cdi thién dan va mé réng

Hay bat dau nho va md rong dan dan cé lén trén va xuéng dudi. Qua mot thoi gian ban sé thay

éﬁ%zgile
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Case studies

The implementation of Agile in Banking,

Insurance & Software

Banking

Quan Iy cac du an ITO Truc tiép gidng day chudi dao
v6i khach hang 16n nhu tao cho 800 quan Iy, chuyén
Docomo, Sony (Japan), Singtel vién BIDV

Si , . . , .
(Singapore) Tryc ti€p huan luyén du an tai

; MB, Seabank, PVCombank
Coaching Agile > 50 du an
phan mém Dao tao quan Iy cho MSB,
SHB, OCB

Dién giad
Phuc Nguyen

Khac: dao tao Agile

San xuat: Honda
Game: Inwave

Product: Jmango, FinOS, Goline

Tboi s€ chia sé 2 case study ma tdi hoc hoi duge nhiéu nhat. Trong case study nay co6 rat nhiéu thach
thirc, rat nhiéu kho khan ma tdi hy vong la sau khi nghe nhiing case study nay thi moi ngudi c6 thé
rat ra duge nhiing bai hoc cho riéng minh. Rat hy vong sé mang lai nhiéu gia tri cho moi ngudi.

Case study trong ngan hang

Nganh ngan hang la nganh rat dac thu, va dac biét la téi dugc tiép
can v6i mot ngan hang co6 yéu té nha nudce vi thé c6 rat nhiéu kho
khan, rang budc khi trién khai Agile vao du an. Nganh ngan hang
la nganh di sau vé chuyén ddi Agile, c6 rat nhiéu rao can. Trong
bai trinh bay nay moi ngusi sé thiy nhing cau chuyén rat la doi
thuong, gan gii.

bay la du an phat trién hé théng quan 1y cho doi ngd sale bao
hiém ctia ngan hang. Pac thu ctia nganh bao hiém sé c6 hai loai.
Thi nhit 1a hé thong kénh Banca la kénh ma ddi tugng la nhan
vién ngan hang ban truc ti€p cho khach hang dang giao dich tai
ngan hang, thir hai 1a hé thong kénh Agency gom cac cong tac
vién ban bao hiém trén 64 tinh thanh khip cé nude. Riéng ngéan
hang nay thi doi ngi cOng tac vién khoang 20 nghin ngudi. Thoi
diém ma minh ti€p nhan du an thi tinh trang rat 1a khiing khiép, &
thoi diém day thi moi thir déu ngén ngang.

fogile

Core = MSVan  Solution
Banking IT Digital hanh  Architect

Team phat trién c6 40 ngu'di
chia lam 4 team:

Banca, Agency, Enhance,
DevOps
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C6 dén 50% tinh nang san phdm khong khop véi nhu cau kinh doanh, nguyén nhén la do team lam
san pham bi trugt deadline, ma théng thuong cac chién dich ban hang rat 1a ngan chi khoang tur 1-2
thang, khi ra chadm san phdm sé khong dap ting dugce nhu cau ctia bén kinh doanh.

Team nay rat 16n, gom 40 ngudi chia lam 4 team nho. Nhung cau chuyén nay la cau chuyén trong
ngan hang, mot team lam san pham c6ng nghé trong ngan hang gap rat nhiéu kho khan khi phai cong
tac lién phong ban. Team du an truc thudc khdi IT, phai dap (ing nhu cau cho hai khéi kinh doanh
la Banca va Agency. Trong khoi IT ngoai team phat trién con rat nhiéu phong ban khac bén Core
Banking, IT Digital ... Team phat trién la team outsourcing & ngoai vi thé ho khong thé cong tac dugc
v6i cac phong ban khac trong khoi IT ngan hang. Pac biét 1a khi tich hgp véi hé thong Core gap 16i
rdt nhiéu do dac tht phan Core phai bdo mat. Hay 1a khi c6 van dé phai cong tac véi cac phong ban
khac thi khong biét phai gip ai, tim ai dé xtr Iy. C6 khi la mat tir 1 tuan dén céa thang cho mot van dé
rat nhd, déi véi minh thi la van dé quan trong nhung doi véi ngudi ta thi khong, ngudi ta thich thi tra
16i, khong thich thi khong tra 16i.

Thuc ra thi nhin theo goc nhin lac quan thi c6 mét diém rat tét, 6 tinh trang nhu thé nay thi team rat
dé thay d6i, minh khéng can phai dung qua nhiéu ky thuat dé dua Agile va cac ky thuat mai vao, moi
ngudi rat sdn sang dé thay déi vi tinh trang hién tai rat 1a toi té roi.

Viéc dau tién minh lam 12 minh sé& kham pha xem van dé ctia team & dau. B6i vi la néu chung ta khdng
gidi quyét dang van dé, chling ta clt di giai quyét van dé bé mat thi khdong bao gid hét dugc.

Minh phai sang ngdi truc ti€p bén ngan hang do, minh ng6i va minh vé lai toan bd cac stakeholder
ctia du an. Ngoai khoi kinh doanh 1a Banca, Agency thi con rat nhiéu bén khac thudc khoi IT ma minh
phai lam viéc cing. Riéng bén IT da cé rat nhiéu phong ban nhu BA, Dev Core, IT Digital, nguyén
phan bén phéi minh bat budc phai céng tac thi cong viéc mdéi troéi duge. Phéai ndm duge dau moi la ai
dé khi c6 van dé minh co6 thé tim ngudi dé xir Iy duge. Vay viéc dau tién la vé ra so do.

MBAL ORGANIZATION & STAKEHOLDERS
Sales portal project
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Viéc thi hai la sdp x€p lai dd uu tién ctia cac stakeholder. Thong thudng chtng ta chi quan tdm dén
cac stakeholder chinh théi la nhitng ngudi quyét dinh chinh dén viéc du an thanh céng hay that bai.
Vi du nhu sponsor, banca, agency chic chan 1a khach hang ctia minh roi.
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Prioritizing stakeholders

high o . "
, . g Keep satisfied (high priority) Manage closely (high effort)
( Drag each ' : 5 i
; Hai dong Khdi Khai
appropriate place on the
\ powaer-interast grid Phong BA "
Phang ]
- ANTT I Infastructure
g med -
o Monitor (minimum effort) Show consideration
stakeholders higher or
lower (or more to the left
| orright} within each box
low
low med * high

Nhung ma ngoai ra con co cac stakeholder khac rat quan trong vi du déi rat quan tam dén dy an, ho
dugc thu huéng tir du an nhu doi van hanh (OP), hay doi IT Governance hé trg minh vé mét nguon
luc, thi nhitng d6i 4y minh c6 thé nho ho hd trg duge rat dé dang. Viéc ctia minh la phai thong tin
thuong xuyén cho ho.

Con mot doi khac cuc ky quan trong 1a d6i khong quan tam dén du an ctia minh, nhung lai c6 stc
manh ra quyét dinh, minh khong chuyén giao du an dugc néu nhu khong duge doi nay thong qua.
Dic biét trong ngan hang c6 hdi dong goi 1a hoi dong CAB ho sé phé duyét tdt ca nhimng yéu cau
golive san pham, tic la phéi trinh qua hdi dong CAB, héi dong thong qua méi duge golive san pham.
Hoi dong nay cuc ky quyén luc, co thé tir chdi mot cach rat cam tinh, khong can ly do. Minh da cé
nhitng phién phai bao vé truéc hoi dong CAB sudt 3 ti€ng dong hd, con hon ca bao vé ludn van tot
nghiép. Ngoai ra c6 mdt phong goi la phong An ninh thong tin (ANTT), bat ¢ khi nao golive doi ANTT
sé quét 16i bao mat, va ctr ra bat ky 16i bAo mat nao thi sé mat thém it nhat 1 tuan dé sira va quét lai. Co
rdt nhiéu 1an ANTT quét ma 1an nay ra 16i nay, 1an sau quét lai ra 16i khac, ho quét rat nhiéu kiéu, ho
ching quan tAm dén du an, cr dang quy trinh quy dinh ho 1am. Va minh thi bit budc phai tuin theo vi
day la quy dinh trong ngan hang. Hay la d6i Core Banking, tat ca nhiing cai lién quan dén Core 1a doi
phat trién ngudi ta khéng ndm duge, nhung khi tich hgp vao c6 16i thi doi phat trién phéi chiu trach
nhiém, phai phan tich ding nguyén nhan ctia Core thi ho méi stra. Hay 1a doi IT infrastructure 1a doi
xdy dung ha tang 6 du6i, minh mudn golive thi phai thong qua doi nay. Nhiing doi nay la nhing doi
ma bat buéc minh phai lam hai 1ong ho, néu nhu minh khong 1am hai 1ong ho thi chic chin la minh
khong golive va dua san phdm 1én duge. Gap tinh trang nhu vy nén cai team lam san pham nay moi
mdt lan golive thudng mat tr 2-3 thang, va néu fail thi phai mat tur 4-5 thang. Trong 4 thang dau tién
nam 2022 khong golive dugc 1 1an nao ca, 40 ngudi trong 4 thang khong ra duge phan tang truéng
nao ca. bén mirc ma sponsor ltic d6 phai nhay dung 1én roéi, néu khong golive dugc nita thi sé giai tan
du an. N6 rat la cang théng, team rat stress, moi van dé déu d6 Ién dau team ma team lai khong biét
tim ai dé giai quyét. Thuc ra day la cau chuyén rat hay gap trong nganh ngan hang.

Thé thi cau chuyén 1a minh phai quan 1y stakeholder that tot, minh phai dinh nghia dugc cac
stakeholder ctia minh, ngudi ndo minh can cham soc¢, ngudi nao minh can lam hai 10ng, ngudi nao
minh can thong tin, ddy la diéu rat quan trong.

fogile

Vietnam Conference 2023

107



Quan ly Stakeholder

Stakeholder Interest: Influence: Their role/ goal Contribution How to manage
D6 quan tam Mirc d6 anh
déndyan{1.23) huwongciaho
dén dur én
(1.2.3)

1 Mr. Duy 1 1 Sponsar Decision maker Bao rdo quan email + gap trife
Tigp dé repart. Khi muén duara
quyét dinh bao cao phai day do

théng tin

2 Mr. Khai I Directar Directly with project team Lamiviéc truc tiépfemail/callichat

(=

] Ir. Duong 1 1 Head of PMOD In charge for process Lamn vide truc tiéplemailicallfchat

4 Mr. ¥ 2 1 Head of IT In charge for technical Lam viéc trut tigp/email/callfchat

stuffs

5 Ms. Hal 1 1 BU (Agency) In charge for Agency's Lam wigc tryre tiép/email/callichat

requirements

3 Ms. Mai/ Yen 1 1 BU (Banca) In charge for Banca's Lam viéc trye tigpfemail/callfchat

reguirements

7 Mr. Long 1 1 BU (OF} In charge for OF's Lam vigc trye tiéplemailicallichat

requirements

Va day la diéu cdt 16i giai quyét duge van dé, do la cau tric lai cai doi co thé goi la Scrum of Scrum,
c6 thé goi la SWAT tén gi cling dugc nhung la cai déi ma bao gom nhiing ngudi c6 thé giai quyét
dugc van dé cho team, giai quyét dugce kho khan cho team ma nam ngoai kha nang cta team. Trong
do6i nay, minh nho quyén lyc ctia ngusi sponsor gom lai thi bao gom PO ctia banca, PO ctia Agency,
BA Core, SA la kién tric hé thong, Dev Core. Thuc ra khi phan tich thi c6 mdt s6 nguyén nhan nhu
sau. Thir nhat 1a viéc tich hgp v6i Core gip 16i nhiéu, thi can c6 mot ngudi dai dién vé nghiép vy, mot
ngudi dai dién vé ky thuat ctia Core dé cting x( 1y. Thir hai la vé mit yéu cau kinh doanh thi c6 PO ctia
2 kénh Banca, Agency sé ho trg. Thir ba 14 can mot SA kién trac vé mit hé thong, vi trude diy team
ctt1am vo t6i va cha cé kién tric gi ca, team trude khi thuc hién thi thong qua SA dé chét giai phap.
Chi can doi nhu vay thoi thi gan nhu cac van dé déu dugc giai quyét, két qua 1a 8 thang cudi nam gidi
quyét dugc toan bd cdng viéc ctia nam 2022. Moi ngudi hay noi vé Scrum, ngudi Scrum Master lam
gi a? Giai quyét kho khan va bao vé team ding khong? Nghe thi dé nhung dén ltc thuc té nhu thé
nao thi phai trai nghiém thuc t€ mai biét duge, dac biét trong ngan hang trai nghiém rat la ro, bao vé
team lam sao dé team yén tam lam viéc, mang chi méng dén minh thoi, va thir hai la giai quyét tat ca
moi kho khan ctia team thi team méi chay dugc.

Budc thir 2 la lam dung viéc, thi tlr tru6c dén nay vé co

B ban 1a team chi nhan yéu cau mot chiéu, va khi nhan yéu
S cau thi doi ra yéu cau chi ra mot 1an thoi, khong co tuong
.:_fm!// tac gi ca dan dén la hau hét thi san phdm mang ra khéng

str dung dugc.
e — Cau chuyén ¢ day la phai xay dung Roadmap v6i doi kinh
‘emmmm 22— doanh, xuat phat tirt OKR ctia titng khoi tir d6 bé ra cac
— chién dich kinh doanh theo tung thang va c6 do uu tién

.

dé dam bao minh khong lam dan trai, minh tap trung
‘. ngudn luc vao cac OKR chinh, cai ndo ma khong phuc vu
'S | cho OKR thi minh gat hét. Lam phai c6 muc tiéu, phai c6

‘WmmMER . yutién va ching ta thong nhit OKR ndy 14 quan trong
e thi ¢t tap trung vao OKR ma lam, khong lién quan thi bd
F__ qua, thé la lac bdy gié minh c6 quyén minh gat di. Con

trude day la bao gi lam nay, lam rat nhiéu va 16i rat nhiéu.
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Két qud

* Golive 2 tuan mot 1an thay vi 2-3 thang mot lan

 Cac tinh nang dua ra ding deadline cam két v6i kinh doanh
e San phdm dua ra khép véi nhu cau kinh doanh

e Hoan thanh toan b6 OKR cam két v6i khoi kinh doanh

Bai hoc rut ra

e Véi du an phic tap, nhiéu bén lién quan can phai lam ro tat ca nhimg bén dang co6
anh hudng t6i du an

« Gom nhing ngudi co ky nang can thiét nhat dé thao ga nut that gitta cac phong
ban (PO Banca, PO Agency, BA Core, Dev Core, SA)

 Tap trung thao g& vin dé cot 16i thi cac van dé khac sé dugc giai quyét

e Xac dinh dung viéc can 1am theo OKR ctia cac khoi kinh doanh

Case study trong nganh phan mém

Thuc ra mdi nganh c6 dic thu riéng, nganh ngan hang thi stakeholder rat phtc tap, con nganh phan
mém thi stakeholder don gian hon, nhung sé thién vé ky thuit . Qua day minh sé giéi thiéu cho moi
ngudi mot so ky thuét, d€ moi ngudi c6 thé quan 1y du an tét hon véi vai tro Scrum Master

Du an nay la du an lam véi khach hang Nhat Béan, ho c6 mot website da stt dung 30 nam roi, va dén
thoi diém hién tai ho khong thé phat trién thém tinh nang vi khéng c6 tai liéu md ta, cling nhu ngén
ngir st dung da qua cii r6i khong con hé trg nia. Yéu cau ctia khach hang rat don gian 1a ho muén
lam lai website giong v6i website cli nhung bing ngdn ngir méi dé c6 thé phat trién thém tinh nang,
khong 6 tai liéu gi cd mudn biét thi 1én website ty tim hiéu. S¢g nhat 1a nhitng yéu cau chi c6 1 dong
nhu thé nay. Team nay ban dau khong cé ngudi, thuéng ndi dau ctia doi ITO la vé ngudn luc, ngudn
lyc vira thi€u lai vira yéu. Va team nay cling khong ngoai 1€, du an bit dau cham 2 tuan do khéng co
ngudi, tic la tir 9 tuan rut xudng con 7 tuan dé€ hoan thanh. Dy an nay la du 4n han chot ¢6 dinh rat
thach thtic, thuong chang ta noéi chuyén ap dung Agile cho cac dy an khong cé han chét ¢6 dinh
nhung day la mét case study ap dung cho du an han chét ¢d dinh, moi ngudi sé thay né hoi khac.

Co bén vi yéu cau khong rd rang Phuong phap két hgp mé hinh
nén la két hgp hai phuong phap

diém dau dé€ lam rd yéu cau. Co
mot ban ngdi véi khach hang & thoi
diém dau, vé ra 40 cai man hinh dé
xac nhan véi khach hang, khong

r
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Khi thyc hién chia thanh cac phan doan, va moéi phan doan thuc hién theo dung mo hinh Lean
Startup bao gom: xay dung, do dac xong rdi cai ti€n. Do dai sprint 1 tuan, mdi tudn déu thuc hién xay
dung, do dac va cai tién.

e e
Dau tién 1a xay dung product backlog, st dung Jira dé quéan Iy product backlog, sip xép do uu tién
theo tirng man hinh

WORKFLOW

Transparency
Inspection
Adaptation

PRIORITY

PHYSICAL SPRINT
BACKLOG

Team nay c6 diém dac biét la sit dung bang vat Iy dé lam sprint backlog, bang vat ly rat la hay trong
viéc truc quan cong viéc, tién do cong viéc ai cling nhin thay duge, sép di qua ciing nhin thay va
v0 hinh chung tré thanh ap luc dé team cai tién. Bang cong viéc bao gom bang Kanban va biéu do
burndown rat quan trong, va cac action retrospective dé team c6 thé tién thuc hién theo.

Sprint 3 Sprint 5

SPRINT BURNDQWN
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A,

\

am viec

- A

Hiéu qua

Day la 2 burndown ctia sprint 3 va sprint 5. Burndown sprint 3 rat chdm nhung dén sprint 5 thi khoi
lugng cong viéc gap rudi sprint 3, nhung team van bam sat dugc k€ hoach. Béi vi cong viéc bi don
vé cudi do nhitng sprint dau team khong hoan thanh, ma deadline da fix roi, nén cac sprint sau khéi
lugng cong viéc bi don lai. Cau chuyén & day la duong nhién ban dau team sé 1am cham, do team phéi
mat cong tim hiéu, mat cong hoc va nghién ctru nhung khi lam Agile diing thi khéng phai la minh ap
dung quy trinh Scrum hay Kanban ma phai xem la sprint sau t6¢c dd c6 nhanh hon sprint truéc hay
khong, n6 c6 tot hay khong c6 phai cai tién gi khong.

Nang suat ctia team tang 1én theo thai gian do team thuc hién viéc cai tién rat la tot. bay co dua ra
mot s6 hoat dong céi ti€n, ban dau thi team chua théng nhat dugce hét vé mat quy trinh cach lam
nhung cang vé sau team cang an y v6i nhau, thong nhat duge cach phat trién nhu nao, review nhu
nao, thuc hién ra sao qua tung sprint

Va day la két qua nang suat do bing function point, sprint 5 c6 nang suat gap doi so v6i nang suat
trung binh & sprint 1 va 2. Nang suét tang rat nhanh va 6n dinh

16.00 1460

73
1400 1283

60 4 2 12.00
S5 10,00 - T
40 1 32 8.00 CR .
30 1 255 500 -+
20 4 = - 400 +
10 ¢ 200
0+ : " . ' 0.00 - - - .

Sprint 1832 Sprint3 Sprint4 Sprints Sprint1&2 Sprint3 Sprint4 Sprint5

8

bung theo mo hinh Tuckman, team trai qua cac giai doan hinh thanh, séng gi6, 6n dinh, hiéu suat
cao. O sprint 1 hinh thanh, sprint 2,3 séng gi6 c6 mot ban phai ra di va c6 hai ban méi vao, team bt
6n vi thay di nhan su. Team dat do 6n dinh 6 sprint 4, va hiéu suit cao & sprint 5, 6. Nang suat team
tang 6n dinh, va day la ddu hiéu cho thay dang ap dung Agile dung, dé danh gia can nhin vao két qua
cudi chuyén giao cho khach hang.

Glao doan 1 Glal doan 2 Giai doan 3 Glai doan 4.
HINH THANH SONG GIO ON PINH HIEU SUAT CAO
Sprint 1 Sprint2+3 Sprint 4 Sprint5+6

Chat lugng thi rat 6n, tat ca cac chi s6 chat lugng déu dam bao. Trude day waterfall thi minh chuyén
giao mot 1an thoi, nhung lam Agile thi minh chuyén giao sdn phdm s6m cho khach hang, tir d6 khach
hang c6 thé phan hoi s6m va diéu nay khién khach hang rat hai long. Khach hang tra veé 6 16i thdi,
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ngoai ra ¢ 23 CR (change request - yéu cau sita d6i) va ho rat sn sang tra thém tién dé lam cac CR
nay.

Va day la chi sé rat quan trong trong nganh ITO, day 1a chi s6 quan ly ngudn luc Effort Efficiency. V6i
nganh ITO thi chi s6 EE trén 90% thi chiing to 1a quan 1y nguon luc tot, du an nay tuy la bit dau chAm
2 tuan chi ¢6 7 tuan dé thuc hién cong viéc ctia 9 tuan nhung chi s6 ngudn luc dat 99%

Division Project Sprint Efforts (day) Note
WD K25 Sprint 1 39
WD K25 Sprint 2 39
WD K25 Sprint 3 272 Linh out
WD K25 Sprint 4 375 Chién join
WD K25 Sprint5 425 Tho join
WD K25 Sprint 6 76.5
WD K25 Sprint 7 76.5
WD K25 oT 1.56
Usage effort (day) 339.76
Billable effort (day) 16 336
EE (%) 98.89

Mot s8 bai hoc rut ra, d6 la moi ngudi cé thé két hgp nhiéu phuong phap khong nhat dinh chi co
Scrum, Kanban. C6 thé giai doan dau lam Waterfall, giai doan sau lam Scrum. Ngoai ra c6 mot s6 bai
hoc nhu:

e Truc quan s6 liéu 1a mau chét dé cai tién
e Tao ra mo6i trudng an toan tam ly cho nhom cong tac hiéu qua
e Tao ra quick win sém dé gitip team vugt qua giai doan Storming

e Phan hoi tich cuc, gitr tinh than lac quan, tranh cong kich ca nhan
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Tam d’lCh Ren luyén su linh hoat th(mg giin gig )
qua cdc tro chdi ing bién . uben Canlas Jr

Trong phan trinh bay ctia minh, Ruben Canlas Jr da ggi y nhiing tro choi ting bién vo cung tht vi danh
cho nhém, v6i nhitng bai hoc y nghia phia sau:

® Sy udn cong sau that bai (Failure bow): Déi khi chiing ta xdu hé va c6 gang
che gidu cac sai lam, nhung thyc ra ching ta nén ty hao vé sai lam ctia minh, vi
ban c6 co hdi dé hoc hoi.

® V6 tay dong bod (Synchro clap): Anh méit (eye contact) 1a mot vii khi trong viéc
cong tac. Cang tich cuc giao ti€p bing mat thi cang hiéu qua. Vi du trong mot
budi hop, ban c6 thé doc dugc cam xtic, mac nang lugng ctia ngudi khac thong
qua viéc quan sat hodc nhin vao méit nhau.

® DPém ngugc (Count off):

O Pha bang
O Lang nghe nhiéu hon la noi
O Sukién nhan
O D6i mat véi rai ro
® Tang qua dio ngugc (Reverse gift giving): mot tro choi d€ pha bang va nang
nang lugng ctia ngusi tham du véi bai hoc ring méi y tuéng déu la mot co hoi
nén hay c¢6i mé don nhan chang.
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Where are we?
Where are we heading to?

Tam dich: Chung ta dang 6 dau? Ching ta ¥ 3 )
dang hudng ve diu? /»&% | Diéngia

Quang Nguyén

Gidi thiéu
Quang Nguyén la Agile Coach/RTE dang sinh séng & Sai Gon. Ong 1a thanh vién hoi dong Agile Viét
Nam. Ong da lam viéc trong cac eXtreme Programming, Scrum and Kanban v6i nhiéu vai tro khac
nhau nhu Developer/Tinker/Maker. Ong 1a ngusi t8 chtic cong dong tich cuc. Méi day 6ng co6 hoc:
ICE-AC, 1an bién

ICE-AC xneay ) [BACK o7
HEAROOM
ﬂ TER PracTiTioNER

CERTIFIED EXPERT

CERTIFIED PROFESSIQNAL CERTIFIED PROFESSIONAL CERTIFIED PROFESSIONAL
- - -

CERTIFIED PROFESSIOHAL
-

Bai chia sé
Téi da thuc hién chuyén déi duge mot s6 nam va ké tir nam 2018 thi nhiéu thir thach hon. T6i bat dau

chuyén ddi nhiéu hon trong cac doanh nghiép 16n. Bay la quan séat ctia toi sau 5 nam, cach ti€p cin
ma toi goi la framework oriented - tap trung mo hinh.

Mot diém khac ma t6i quan sat dugc la problem oriented - tip trung van dé. Moi ngudi thanh tra va
thich nghi dé giai quyét van dé. Theo kinh nghiém cta t6i, t6i khdng bi€t dting hay sai nhung tdi thay
hién tugng nay kha én dinh. Véi vai tro 1a mot hudn luyén vién, véi vai tro 1a mot nha tu van, khi chang
toi lam viéc 6 d6 trong mot nam dén mot nam rudi, chiing tdéi cam thdy né 6n dinh. Bén khi cong ty
cét gidm chi phi cho cac hudn luyén vién, chiing toi rat lui. Sau sau thang, chtng tdi sé kiém tra voi
nhiing ngudi trong chuong trinh. Ban c6 thé quan sat thiy diéu nay trong rat nhiéu truong hgp. Vi
vay, néu ban khong thé tao ra van hda nay trong su chuyén déi thi né c6 thé roi vao van dé tuong tu
nhu t6i dang gap phai. B6 la quan sat ctia tdi va ciing la kinh nghiém ctia toi.
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Toi sé gi6i thiéu cho cac ban mdt framework c6 tén la Agile Coach Competency Framework. N6
khong phaéi th gi méi, nhung la mot cong cu rat hitu ich cho ban néu ban la Scrum Master hay
Coach. Ban c¢6 thé thé nhin phan cu6i ciing (last portion) 1 vé Agile, vé Lean, va tdt ca cac framework.
Hai phan bén ria 13 4 k§ ndng hoac nang luc ma mdt coach can c6 bao gom dao tao, giam sat, huidn
luyén chuyén nghiép va diéu phdi. Pay la mé hinh ma téi dang sir dung.

Agile Coach Competency Framework

Agile-Lean Practitioner

Teaching

Ability to offer the right knowledge,
at the right time, taught in the right
way, so that individuals, teams and
organizations metabolize the
knowledge for their best benefit

Mentoring

Ability to impart one’s experience,
knowledge and guidance to help
grow another in the same or similar
knowledge domains

echnical expertise
as a software
craftsperson

Technical
Mastery

Adapted from The Agile Coach Competency Framework by Lyssa Adkins and Michael Spayd under Creative Commons

Applies Agile practices,
lives Agile values

driven innovation

Professional

Coaching

Ability to act as a coach, with
the client’s interest determining
the direction, rather than the
coach’s expertise or opinion

Facilitating

Neutral process holder that guides
the individual's, team’s, or
organization’s process of discovery,
holding to their purpose and
definition of success

Expert at

business-value Expertise as an

organizational

and product development and

development change catalyst
Business Transformation
Mastery Mastery

) OEE

O framework ndy, c6 d6i ngii huan luyén chuyén nghiép (professional team coaching). Vi vay, sau khi
ICF gi6i thiéu m6-dun mdi, chng t6i goi la mé-dun huan luyén nhém, mo hinh nay da dugc thong
qua. N6 1a mdt phan mé rong va thuc su khong khac nhiéu.

Agile
Coaching

Competency
Framework

Source:Team Catapult. adanoted from Aaile Coachina Institute
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Agile Team Coaching Competency Model
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Day la mot cong cu thuc sy tét cho ban khi lam huén luyén vién (coach). La mot huédn luyén vién, ban
khong thé luén & d6 dé€ dua ra cau tra 16i hay bao moi ngudi phai lam gi. B&i vi khi ban khong con &
do, moi ngudi sé quay trd lai cach lam viéc cti. Néu c6 thé, hay dit cau hoi cho ho. Tim mot diém kich
hoat dé ho tu gidi quyét vian dé ctia minh. Khi moi ngudi ty lam viéc ctia ho, moi thit sé 6n dinh hon.

' Don’t arrive
here too soon

Question

* Invite * Listen _
possibility = Help set = How?
 Question * Explore intentions "/
" i A ' supportive
Clarify = ey = Pp
* Express T P systems + ;
5 Doteiming structures - WHAT?
. 1 ‘ * Define success
importance < wuareiser. E
* Be present - ~y criteria g * Accountability
*  Build trust WHAT? e — wharewses - = wweny — °  Celebration

* Listen z 5
WHAT ELSE?

The Arc of Coaching Conversation o Hl
ttp://itsunderstood.com |

Khi t6i thuc hién mot phién hudn luyén, toi té chiic n6 theo facilitating section. Hay dat cau hoi cho
ho, hdy dé nhom ty gidi quyét van dé. Pay la mot cong cu khac ma tdi thuong st dung, c6 tén la The
arc of coaching conversation. T6i stt dung cdng cu nay nhu mot kim chi nam cho ca huén luyén ca
nhan hodc hudn luyén nhom, bat dau bing viéc xdy dung quan hé (build rapport), xac dinh vin dé
(identify issues), lam rd va kham pha (clarify + explore), ti€p can hanh dong (approach action), thiét
ké hanh dong (design action), va hd trg hanh dong (support action). Cong cu nay phu hgp véi toi va
néu ban nghi rang n6 cé thé phu hgp véi ban thi hay thir.
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AGILE LEADERSHIP

Tam dich: Vong xodan lanh dao linh hoat

Dién gia
Anja Stiedl

Tbi la Anja Stiedl, dang sinh song tai thanh ph6 Munich, Dtic. Bai chia sé ctia t6i hdm nay la vé Vong
x0an 6¢ Lanh dao linh hoat.

Agile Leadership Spiral

* 4 segments:
me, you, team,
organization

* cross lines to focus

« start with “me*

« fill with your preferred
tools

* reflect and decide on
your next step for your
leadership

* learn with your journey

« use for self-coaching,
use to coach others

Day la mé hinh 1anh dao t6i tao ra vai nam trudce va van dang st dung trong viéc huan luyén cac
nha lanh dao hoac gidi thiéu cho viéc tu hudn luyén ban than.

Tbi sé di qua mo hinh nay vé6i 3 phan:
Phan 11a tdng quan vé md hinh.
Phan 2 1a di vao chi tiét timng phan trong mo hinh.

Phan 3 sé cung cap bai tip dé ban thyc hanh véi 4 phan trong mo hinh.
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Tong quan vé md hinh

C6 4 phan: toi, ban, nhom, td chirc. Day 1a 4 viing mbi ca nhan can nhin vao khi lam viéc.

Duong mau xam gap nhau 6 gitia ggi y rang ban quay lai v6i diéu co ban, quay lai v6i trung tam.
Hinh xoén &¢ di qua 4 phan nay lién tuc.

Mot cach ¢ cht dich, mé hinh nay bat dau véi Me (T6i). NO bt dau véi viéc 1anh dao ca nhan.
Mo hinh x04n 6c¢ nay 1a mét khung (framework), c6 nghia 1a ban cé thé thém vao nhiing cong cu
ctia ban va cai tién no,

N6 khong phai la vong tron, vi vong tron c¢6 nghia 1a sau mot thdéi gian, ban quay lai trang thai ctia
ban truéce do6. biéu dé khong diung. Chang ta luén thay déi. Kién thitc, ki nang ctia ching ta thay
ddi, doi khi 16n 1én, do6i khi nho di.

Phan thir nhat: Me (Tbi)

La lanh dao ban than, nghia la hdy manh mé, biét diém manh ctia minh la gi, bi€t muc tiéu ctia ban
than. Ban khong thé 1anh dao ai khac khi ban khong biét muc tiéu ctia minh la gi. Ban phai lam ro
thanh cong v6i ban than 1a nhu thé nao va thuc sy mong mudn thuc hién dé dat duge n6. La hinh
mau dé nguai khac noi theo va c6 thé day lai ngudi khac tré thanh nha lanh dao.

Co6 mdt cau trich ctia Méo Cheshire trong cau chuyén Alice & ving dat than tién 1a: “Néu ban khong
biét noi ban muon di, thi chon di duéng nao khong con la quan trong nita”

Do 1a 1y do vi sao ban can biét ban mu6n dén dau, muc tiéu 1a gi trude khi dan dat ngusi khac.
You: c6 nghia la Lanh dao nguci khac.

M@i quan hé véi mdt nguasi 1a mot moi quan hé t6i thi€éu nhung no6 van phirc tap va khong dé dang
gi. Chang ta phai xay dung moéi quan hé véi ngudi khac .

Dt cong ty ban c6 to dén nhu thé nao thi ban ciing c6 thé chia nhé cac mdi quan hé cac cudc hop
1-1 d€ xay dung mdi trudng lam viéc nhom. N6 sé gitip ban xay dung duge nhom, té chire tét hon,
manh hon.

Lanh dao xudt phat tir 2 phia, ban lanh dao ngudi khac va ngudi khac 1anh dao ban trong méi quan
hé dy .

Va diéu quan trong l1a phai thiét 14p ranh gigi dé dadm bao ban cam thdy thoai mai xdy dung maoi
quan hé.

Trich dan tit: Abby Wambach, vin dong vién bong da My: “Toi khong thé nao ghi ban trong cudc
dai téi néu khéng co6 duong chuyén bong tir nhitng dong doi”. Tuong tu nhu vy, ban khong thé
lanh dao mot minh, ban can moi quan hé, ban can nhiing ngudi khac.

Team: la vé dan dat mét hay nhiéu nhom.

Dan 16i ctia Simon Sinek: nhom 1a gi? “Mot nhém khdng phai la mét nhoém ngudi lam viéc cung
nhau. Nhom la m6t nhom ngudi tin tuéng 1an nhau”” Va day la trach nhiém 16n ddi v6i mot nha 1anh
dao trong viéc xay dung d6i nhom tin tuéng 1an nhau.

Dé 1am viéc theo nhom thanh cong, chiing ta can su hgp tac. Do 1a tat ca vé sy hgp tac, két noi gitra
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nhiing ngudi trong nhoém. Do 1a vé quyén tu chi va su lién két. Quyén tu chtt ma ho ¢6 thé quyét
dinh véi tu cach 1a cac nhém linh hoat cung nhau hoac 1a cac nhém cuing nhau trong mot moi
truong linh hoat , ho biét biét phai di theo huéng nao.

La mot nha 1anh dao, ban can giup cac thanh vién vugt qua nhitng mau thuan dién ra trong nhom.
La mdt nha 1anh dao, ban phai can bang cai ti (I) va cai chtng ta (we) dé cho thdy tung ca nhan
cdm nhan dugc moi lién hé gitta muc tiéu ca nhan trong muc tiéu cia nhém.

Phan cu6i (Organization) 1a veé vé viéc lanh dao trong
to chirc.

Do 1a vé muc tiéu 16n clia cong ty. Va tat ca chiing ta déu biét rang diéu nay doi hoi phai thay déi
cau truc. Khi ching ta c6 mot su thay déi linh hoat, tat ca cac nhom, tit ca ciu tric phan cap sé
thay déi.

Va bang cach nay, chiing ta cting c6 mot su thay d6i van hda ma cac nha lanh dao dang dan dit.

Tat ca su thay d6i nay déu can su lanh dao, can su lién két ro rang, can dinh hudng ro rang va ban
khong thé thuc hién viéc lanh dao nay mot minh.

Ban can mot nhom, ban can déng minh, nhimg ngudi khac gitp dé ban, nhiing ngudi khac thtc ddy
su thay déi.

Mot trong nhing gia tri quan trong nhat,d6 1a sy diing cam.

%  §

_ leading the leading
visionary . . = )
beyond the horizon 0 rg anization myse‘f : SEE(;F-{E::%{:\'Z reness
-gleh imizati ———— S —— integriiv/autheniicity

driving sustainability
oulside the box

intention setting
\m?e miodelting

"We asked for
warkers, We got
people instead.”

leading leading
teams others

people grow to teams refationships

e - EQ - sociEl awareness
pulrfpcse t leadership style
Self managemen = feedback
S " "I've never scored i
team responsibility iyl sl il inspiration
_balancing "l and we" A ssamupatisene without getring a pass

that frist each omer.” i
: from someane alse.

iman i

Srek
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AGILE TRANSFORMATION
TOOLBOX

Tam dich: Bo cong cu chuyén doi Agile Dién gia
Ko Jen Chieh

Bd cong cu chuyén doi Agile

ile Transformation Process

Quy trinh chuyén doi linh hoat

Cong cu dau tién c6 tén 1a “Quy trinh chuyén déi linh hoat”. Nhu ban da biét, néu ban muon dé
xudt mot s6 diéu moi, hodc truy van mot s6 dir liéu dang tang. T4t ca nhitng gi ban can lam 14 biét
dugc lugng gidm hodc tang clia thong tin trong mdt thang. Vé co ban, ban can hiéu cach thay ddi
thu6c do. Néu ban hiéu vé linh vuc nay, ban nén biét ngusi nay.

Ong 4y tén 1a John P Kotter, 6ng dy la mot nha quén 1y su thay déi. Trong linh vyc nay, ong &y da
viét rat nhiéu sach, cudn ndi tiéng la “Dan dit sy thay déi”.

AN ACTIOMN PLAN FROM THE WORLD'S
FOREMOST EXPERT ON BUSINESS LEADERSH

,\"\(’glle
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4,
Communicate
for buy-in

6. Create short
term wins

7. Don't let up . 8 Mare

change stick

Vé co ban, cudn sach nay John viét xoay quanh cau chuyén vé quan ly thay déi. Nhung phan ndi
tiéng nhat trong cudn sach la mo hinh 8 bude. Néu ban mudn lam trong nganh, ban nén biét nhiing
diéu nay. Piéu dau tién ban can tang tinh cdp bach, khdn thiét, ban can lam cho moi ngudi hiéu.
Th hai, ban can xdy mot nhém huéng dan. Ban can mai chuyén gia cao cidp dén dé tham gia nhom
huéng dan nhim gitp ban truyén ba tat ca thong tin. Néu khéng, ban can thao luin vé tam nhin

va xem xét tat ca cac lgi ich. Phu thudc vao su chuyén déi nay dién ra nhu thé€ nao ma chiing ta sé
giao ti€p v6i moi ngusi dé dam bao rang ho da ndm dugc y tudng ctia ban. Sau do, ban can trao
quyén hanh déng. Tai sao? B&i vi ban khong thé chi dua vao nhom huéng dan dé tat cad moi ngudi
chuyén déi bi vi 6 qua nhiéu viéc ban can phai lam. Ban can trao quyén cho moi ngudi.

Sau do, ban can tao ra nhitng chién thing ngén han. Néu khong, ngudi ta sé nghi thanh cdng khéng
dé va sé bd cudc. Ban can tim ngudi truyén cam hing cang sé6m cang tot. Sau do, ban van phai ti€p
tuc quang ba cho moi ngudi néu khong ho sé bd cudce. Va khi ho bd cude, qua trinh chuyén déi

ctia chtng ta sé that bai. Piéu cudi cung ban cd gang duy tri va phat trién ti€p nhimng gi ban da gay
dung. Do la tat ca nhitng diéu trong mo6 hinh 8 budc ctia John Kotter. Vi vy, néu ban muon khai
nghiép, bt ky hinh thirc thay ddi nao, ban can phai hiéu quy trinh nay. D€ t6i chi cho ban mot vi
du.

Case study Trend Micro

Trend Micro la mét trong nhitng céng ty an ninh mang 16n nhat thé giéi. Giam ddéc diéu hanh da
phat dong phong trao DevOps vao nam 2019, diéu dau tién dugc thay trong chudi chuyén ddi nay
1a 60 quén 1y cap cao dau tién tham gia nhom huéng dan. Pau tién, vé co ban, chtng t6i thdy khéng
dé dé hoan thanh qua trinh chuyén déi trong ba thang. Nhung vé co béan thi qua trinh nay khong
thé kéo dai hon, ngay ca Google hay Microsoft vé co ban cling chi danh ba hodc nam nam dé thuc
hién nhiing diéu nay. Vi viy, nam dau tién chtng toi chi tip trung vao nhan thitc va nam th hai
ching toi c6 thé tap trung vao viéc trién khai DevOps, qua trinh nay kéo dai 5 nam dé dam bao
rang no6 c6 hiéu qua hay khong.
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2019

CEO 2019 2020
launches Confirm Focus on the
DevOps transformation implementation
movement strateqgy of DevOps

2015 2019 2019

Consumer O senior Focus on

product team managers join the

Start taking guiding team awareness

charge of Ops of DevOps

Hay xem chién luge chuyén ddi. Diéu dau tién la ching toi nghi ring ching tbi can dua ra quyét
dinh dua trén di liéu, chng t6i sé thu thip rat nhiéu dir liéu dya trén dir liéu duge cung cap cho
chtng t6i vé van dé ngdn ngit. Thir hai la sy dong cam. Chiing t6i nghi rang can xem xét Thanh
cong ctia Khach hang truée tién. Khach hang thanh cong la ching ta thanh céng. Diéu tha ba la
Diing cdm nhan trach nhiém. Ban can tim mot diéu mdi, khac biét, vi vy chang toi ¢6 gang khuyén
khich lam diéu gi d6 khac biét ma ban chua bao gio lam truée day. Do la tit ca su chuyén ddi ma
ching t6i c6 cho qua trinh chuyén déi DevOps.

Lean Change Canvas

urgency Target State vision Communication Change
top 3 drivers | what what 1-way paths of | fiecipients
and what strategies awesome communication. | e s
need to to achieve state that impacted by
change the goal organization ‘_! the change
5‘ want to
achieve
I Action 3 Success 2
key methods Criteria
EJS?.d to Key metrics
implement to measure
changesg 8
Required Investments Wins
the resources required to make expected (D
changes. 7 earnings.

Coéng cu thir hai 1a Lean Change Canvas. Sau khi ban biét quy trinh quan Iy thay ddi, ngay bay gic
ching ta sé 14p ké hoach cho qua trinh chuyén déi dé moi ngudi biét ching ta mudn di dau.

Du6i day 1a mdt vi du vé cach ching téi sir dung Lean change canvas dé xem xét tat ca cac diéu
kién.
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urgency Target State Vision Communj " Change
| | Recipients
an
Overt:;ne Iteration Building High retro ‘7 Hoese
Wa0e Morale Teams ember
for sustainable SpP & ki
CI Delivery
PBR
unclear
BHES Customer

Action Success Criteria
' monthly
delayed 'training Adcc;:pt delivery

delivery Fete
>80% |
10%
Adopt reduction
scrum in bug
count
Required Investments wins
10% Study customer Ma?zglerg Happy
training for group RS relieved cRipiayes

debt :

Ngay ca khi ban 14p ké hoach st dung Lean change canvas, ban cling khong thé chic chin ban cé
thé thanh céng. Ban can dam bao rang pham vi la tdi thiéu. D6 co6 thé 1a 10 diéu ma ban can xem
xét dé dam béo rang su thay ddi c6 thé duge nhin thay.

Improvement Kata

Vay lam thé nao dé dam bao moi ngudi biét vé su thay déi? Ban can thuc hién cac thir nghiém dé
dam bao ring nhimg thay déi ctia ban dé ti€p can, dé kiém tra xem thay d6i ctia minh c6 kha thi
hay khong. Chung ta can xem xét cach chiing ta do ludng pham vi phat hién ctia minh.

Chting t6i st dung Local Kata dé thyc hién thir nghiém tuong tu. Y tudng nay la ban tinh ¢ c6
1.000 d6 la. Bé xac dinh nhiing gi mudn dat dugce, ban can hiéu ro6 hién tai minh dang & dau. Vi vay
ban can hiéu rd tinh trang hién tai ctia minh va dua ra mot diéu ching ta sé chi€n dau vao ngay
hom sau.

l. Awesome

2. Current 3. Next
Goal

State State
¢\ 000 ®

Y. Experiments

FOYOTA KATA

Mike Rother

Dé t6i chi cho ban mét vi du & day. Chling t6i ki€ém tra muc tiéu thi hai la lam cho thdi gian ctia
ching t6i dugce tan dung mot cach hiéu qua. Chang téi chi can hiéu chiing ta da danh bao nhiéu
thai gian vao viéc gi. D€ hiéu, ching toi da quay lai qua trinh lam viéc cia minh dé lam thi nghiém.
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Make overtime

(1) Goal: Analyze bottlenecks uncommon
(2) Activity: identify uncommon activities

(3) Metric .
Cevelopment 3-4 hours per day
Scrum meeting about 13%
Meetings per day

analysis

bottlen (I) Goal: Focus on key activity
eck (2) Activities: reverse at

least 3 hrs for development

per day

(3} Metric development hours

per week

. (1) Goal: know where we are

s . (2) Activity: Recording Hours
overtime IS (3 wetric

Severe Time for each activity
The proportion of each type of activity

Cong dong thuc hanh

Dé t6i chi cho ban cach Google dén mot cong ty co tén la Testing Grouplet. Ho sir dung hoat dong
nay dé néi vé qua trinh thir nghiém ctia con ngudi trong tat ca qua trinh phat trién san pham ctia
ho. bay la mot vi du.

Testing Grouplet 2005-2010

oo | o [ o

4——— Dependent Independent =———p

O ™

Tech Talks

Noogler BuildOrbs
Training  Gws story

Codelabs  Allprojects
Test Certified
Free books Level 3

Pau tién la Thir nghiém trong Nha vé sinh (Toft). Ho cdng b6 mot thit nghiém méi tuan va né bao
gom cac ngdn ngit 14p trinh khac nhau, ban c6 thé doc bai viét nay trong ba hodc nam phut, rat dé
dang tiép can.
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Két quéa:

O Hang tram nha vé sinh tai 30 van phong ctia Google

O Bao gom cac ngdn ngi 1ap trinh va mién tng dung
khac nhau

O Dugc viét bdi cac tinh nguyén vién tir khap noi trén
thé gidi

O Ciling dugc truyén ba cho nhitng ngudsi bén ngoai
cong ty

Diéu thi hai la néu ban c6 mét y tuéng, ban sé khong phai
dau dau vé cach thuc hién kiém thir. D€ ho c6 thé dén Test
Certified Program trinh bay 16 trinh vé cach ching toi sé
thuc hién kiém thir tiing don vi. Vi vay, ban c6 thé tim thay
hoat dong nay trudc, sau d6 ban c6 thé thir cac budc sau.

Google Test Certified Program

Level 1 Be fevcl) Level 3 Test Level 4 Test Level 5 Better
Increase
Ready new codes legacy codes coverage
Coverage

Néu ban van con ban khoan, béi vi ban dang noi: ‘T6i khong biét lam thé nao dé lam cac buéc ti€p
theo va ki€m thu nhap sau nay, phai khong. Vi vdy, ho quay lai v6i mot tac pham c6 tén la <Test
Mercenaries>. Ho danh gia truéc, sau do ho quyét dinh sip x€p chd ngdi dé gitip ban chinh stra
hinh anh chéng han, va ho chiu trach nhiém danh gia ma. Ho ¢6 gang hiéu ma cta ban va gianh
dugc su tin tudng ctia ban. D6 la cach ho gidi quyét van dé.

Test Mercenaries

Proximate Two Mercs per

Assescsments sea‘ting engagement

Take the
Code reviews bases in
order

High-profile
projects

Three

months Retrospective
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Cai cudi cung la Fixit, phai khong? Vé co ban, moi ngudi luén vira quan trong vira khan cép, vi vay
ban khong ¢6 thai gian dé xit Iy nhiing viéc quan trong ciing nhu nhiing trudéng hop khan cap. Vi
vay, ho gitip bing cach mé cac budi hoi thao (Workshop) dé huéng dan ban tirng budc.

= 2008 (I don’t have time to test)

» Provide tools to solve problem: T don't have time to test

' 2009 (Revolution Fixit)

+ Promote distributed compilation and execution infrastructure

Wooorrn

+ Promote Test Automation Platform, TAP (CI system)

Vi vy, day 1a ci cudi cung. Toi sé tom tét lai tat ca cac chtt dé hdom nay. Pau tién gidi thiéu cac
bude cho mot k€ hoach mo hinh chuyén déi, ban hiéu cach xt Iy thong tin. Phan tiép theo, toi da
gi6i thiéu cac mau y tudng thay déi va sau d6 chung toi sé sit dung PDCA cho thir nghiém. Va diéu
cudi cting la nhiéu ngudi chia sé kién thic sé tot hon.
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How 1o implement
Agile Goal Setting by OKRs

Tam dich: Cdch trién Rhai ddt
muc tiéu linh hoat vdi OKRs

Dién gia
Carsten Ley

e s o oA
Gidgi thiéu
OKR Asia cung cép dich vu tu van va trién khai chuyén déi qua Agile, quan 1y du an, trai nghiém
khach hang, tdt ca déu nham thuc hién chién luge cudi cung. Ban can lam tat ca vi ban muon moi
ngudi lam theo chién luge ctia ban. Ban mudn ho thuc hién nhiing gi ban da 1én k&€ hoach hoac tu
ho ¢6 nhiing y tuéng dé thuc hién va dé la nhing gi ching toi lam & cong ty tu van.

OKR ludn tra 16i cho cau héi, ban tham vong bay cao tgi dau?

Néu ban dang 6 goc d6 thir nghiém, ban sé tip trung nhiéu hon dén chién lugc hoac khia canh tang
truéng, dac biét la thiét 14p tang truéng dai han. Néu ban nhin vao nhitng muc tiéu, nhitng gi ban
thuc sy mudn dat dugce sau moi ba thang, sau thang, thi chang ta st dung OKR.

Moi thit ban lam hang ngay, cong viéc hang ngay, né khong phai la OKR.

Do la Iy do tai sao toi yéu thich Scrum, Sprint, Product Owner, Scrum Master, b6i vi ban quan Iy
cho tdi cong viéc hang ngay va tdi chi nhan vé két qua. Téi khong mudn quan 1y nhiing cong viéc
hang ngay.

Strategy
Goals

Actions
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Muc tiéu (Objective)

Hay nhin poster nay. C6 1é cai dé noi nhat 1a poster Liverpool. Néu ban nhin vao poster nay, muc
tiéu & day la gi? Muc tiéu truyén cam hiing la gi?

OKR OKR
P What are OKRs? OBJECTIVES & KEY RESULTS + ACTIONS

Saving private rya "..
o v

b -

- — . —

- —
B

Gianh dugc chic vo dich hay tré thanh nha vé dich nhu Liverpool rat truyén cam himng. Liverpool
da lam dugc diéu d6 va ndm trong s6 5% doi hang dau. Ho mudn tré thanh nha vo dich hang nam,
do 1a muc tiéu va 1a ngudén cam hing.

Két qua then chét (Key Results)
Lam sao do ludng dugc ho 1a nha vo dich?

KRs cho muc tiéu tré thanh mot nha vo dich 1a gi? Lam thé€ nao dé ban hinh dung dugc diéu d6? Co
thé la x€p hang trong top 4 vi ban khong thé ngay nao ciing ding dau.

Ban con c6 thé lam gi khac nita khong? Néu ban mudn tré thanh mét nha vo dich, ban nén choi &
dau? O Champions League.

KRs cho ngusi ham mo la gi? Lam thé nao ho ¢6 thé tré thanh nha vo dich d6i véi ngudi ham mo?
Lam sao ho c6 thé do ludng rang ho la nha vé dich déi véi ngudi hdm md? Co thé la ban ao thi dau.
Ban la mot cau lac bd vo dich néu ban c6 doanh s6 ban 4o thi ddu diing nhat trén toan thé gisi, hay

néu ban c¢6 s6 lugng ngusi ham mo nhat dinh trén toan thé gidi.

Nhu vy, ban c6 thé do ludng muc tiéu la sy vo dich ctia Liverpool thong qua cac cap do khac nhau.
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Trién khai OKR

Ban khong thé bit dau voi OKRs ngay 14p tic. Cac cong ty khai nghiép ludn ti€p can ching toi voi
mong muon lam OKRs. Nhung ching ta can mdt chat cdm hing. Va moi ngudi nén biét tam nhin
ctia ban hoic North Star truéce khi ban bt dau ké hoach OKR.

Chiing t6i c6 mot khach hang 1a cong ty cong nghé Viét Nam, ho muon giam lugng khi thai carbon.
Ho cling giong nhu cac cong ty khai nghiép khac. Ho mudn gay quy, phat trién mot tng dung, va
cac tinh nang. D6 1a k€ hoach chi tiét ctia bat ky cong ty khéi nghiép nao.

Lam viéc cho mét cong ty khéi nghiép mudn phat trién mot ing dung va dam bao ngudn vén
khong truyén cam hing cho nhén vién. Vi vy, trudc hét, ban can xac dinh 1y do ban ¢6 mit trén thi
trudng va gia tri ban tao ra cho thi truéng. Ban can biét huéng di ctia minh. Vi vdy, ban can mot lua
chon r6 rang.

Trudce khi ching ta buée vao quy dau tién cia cac muc tiéu, ban sé can chién lugc, 16 trinh hodc
it nhat 1a k€ hoach sprint. Thong thudng, ban nén mat 5 sprint dé hoan thanh OKR, nén danh thdoi
gian tur 2 tuan dén 12 tuan.

Ban ciing can lam viéc v6i cac bén thir ba. Van dé 1a hau hét cac cong ty t6 chitc OKRs theo tiing
phong ban. Ho muon muc tiéu va két qua ro rang cho bd phan marketing, bd phan ban hang, va
diéu do6 hoan toan sai.

C6 rat nhiéu phuong phap, nhung thong thudng chiing téi sé té chitc n6 theo cac chi dé ban dang
lam viéc. Vi ban dang lam viéc vé cac cht dé nhu xay dung d6i nhém hoac xay dung té chic. Vi vy,
dé thuc su thuc hién OKRs, ban nén bat dau véi cac cht dé dai han nay, va bén dudi nhitng cha dé
dai han nay, ban s€ xay dung OKRs.

Nhung dimng bat dau phan tach ngay 14p tic trong cac bd phén ctia cong ty ban.

Diéu dau tién ban can la xac dinh mét muc tiéu. Muc tiéu can truyén cdm hiing va cting nhau dat
dugce. Va mot muc tiéu can c6 muc dich. Muc dich lai dén tir North Star. Vi vdy, néu ban khong co
North Star, ban khong thé viét dugc mot muc tiéu tot. Ban c6 thé néi “phat trién mot (ing dung la
muc tiéu”. Nhung sé t6t hon néu ban noi “phat trién ng dung dé khach hang ctia ching ta thuc su
giam lugng khi thai carbon” D6 1a diéu ma ban mudn lam, va dac biét 1a khi ban ki€ém dugc tién ti
do6. Hay can than véi viéc ki€m tién nay. Gia sit nhu ban muon ki€m 20 triéu do la, vy tai sao ban
muon ki€m 20 triéu do la? Tai sao khong phai la 10, 50 hay 25?

Cau tra 16i la viéc ban sé lam cho cong ty v6i khoan tién d6 1a gi? Vi vay, muc tiéu khong nén c6 qua
nhiéu con sé va qua cu thé. B&i vi cac muc tiéu khong nhat thiét phai do luong dugc.

Muc tiéu can tao nguén cam hing.

Vi du vé muc tiéu ctia khach hang nhu nay:
e Khdi chay titng dung carbon dé giam lugng khi thai

e Thém 3.000 ngusi diing va déng thai thu hat khach hang.
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bung do ludng quang cao, hay nhin vao khach hang, nhin vao muc tiéu cudi cung, dung nhin vao
tung bu6c nhé mot cach riéng 1€.

Vi vay, day la mot s6 muc tiéu chiing ta c6 thé sir dung. Va khi chiing ta dén phan KRs, ching phai
do luong duge. Cai hay ctia OKRs 1a can co dir liéu dung dé co thé do luong su thanh cong.

Vi du trong HR, tuyén dung va sa thai la mot hanh dong. N6 khong phai la KR. Vay KR 1a gi? Tai sao
ban thué ngusi? Bsi vi ban muon ho lam viéc. Vi véy, ban nén do ludng hiéu suit cong viéc ctia ho.
Ban nén do luong nhiing gi ho 1am trong 6 dén 12 thang t6i. b6 mdi 1a KR thuc su cia HR. Va ho
nén chiu trach nhiém cho diéu do.

boi khi ching ta c6 thé két hgp OKR va KPI nhu phép do luong. Nhung KRs thuc sy la nhitng gi ban
lam. Vi du vé kich hoat moét c6ng thanh toan. T6i khdng quan tam ban ¢ bao nhiéu nhiém vu can
lam. T6i muén ban hoan thanh céng thanh toan vao cudi thang sau. Nén ban sé do luong két qua,
chtr khong phai do ludng cac buéce trong cong viéc.

Tuong tu v6i sdn pham. Ra mat sdn pham 1a tét, nhung ra mét san pham véi s6 khach hang st dung
déng sau 1a KR t&t hon. Khi ban hoi tai sao t6i lam cong viéc ctia minh? Tai sao toi lam mot quang
cao? Tai sao t6i lam mdt san pham? Va cau tra 16i la khong phéi vi td chiic ctia ban.

Cau tra 16i ludn 1a cho khach hang, cho thi truéng. Va ban phéi do ludng diéu do. Viéc do luong két
qua bén ngoai rit quan trong.

Vi du trong mdt s6 cong ty thiét k€ d6 hoa, mot ngudi chi chiu trach nhiém vé thiét k&€ do hoa va
sau d6 nhom PR hodc nhom ti€p thi 1ay thiét k€ d6 dang téi 1én facebook. Nhu vay, ho chi yéu cau
nha thi€t ké chiu trach nhiém thiét ké. Nhung két qua cudi cung cia cac thiét ké, cung véi van ban
va bai dang, 1a s lugt thich va tuong tac. Nhung véi OKR, chiing tdi muon tat ca cac bd phan co
trach nhiém chung cho diéu d6. Néu c6 van de, ho phai cing nhau diéu chinh, xtr 1y dé dat dugc
két qua. Két qua ctia OKR la két qua cudi cuing va tat ca moi ngudi déu phai chiu trach nhiém.

Néu ban muon trién khai OKRs t6t, ban can kiém soat diéu do trong du an ctia ban hoic cac nhém
Agile hodc trong quy trinh Squatting. Va néu khong thyc hién t6t, ban phai dua ra hanh dong méi
hang tuan hoic 2 tuan/ 1an hoac ké hoach Sprint méi. Béi vi chiing ta mudn két qua.
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Dé thuc hién OKRs, diéu dau tién ludn ludn 1a dao tao OKR. Tai sao? Béi vi ¢6 rat nhiéu y kién khac
nhau vé OKRs. OKR rat linh hoat, vi vy chiing t6i khong quan tam nhiéu dén phuong phap, ching
tdi quan tdm nhiéu hon dén cach né phu hgp v6i khach hang. Ching tdi c6 khach hang véi OKRs ba
thang, bon thang, hay sau thang, phu thudc vao téc do trién khai ctia ho. Cho nén dau tién la dao
tao OKR dé cung nhit tri vé cach trién khai.

Diéu thir hai, rat nhiéu khach hang khong c6 chién luge North Star, vi du nhu Panasonic - mdt
khach hang truyén thong, khong phai startup, vi vy ching toi té chirc hoi thao vé chién luge. Néu
ban thuc hién theo chu ky ba thang, sé c6 mot budi hoi thao thiét 1ap va danh gia vao dau quy va
héi thao téng két & danh gia vao cudi quy. D6 thuc su la modt cach tiét kiém thoi gian. biéu khac
biét la ching t6i gap CEO va toan bd ban quén Iy cho OKR ctia cong ty. Va sau dé ching t6i gap
trudng nhom va cac nhoém lam viéc cho OKR ctia nhom. N6 mang tinh téng thé.

OKR ¢06 thé di tir dudi 1én mot chat. Ching tdi c6 cudce giap hang tuan, doi khi hai tuan mot lan, vi
sau khi ban chay Sprint, ban cé két qua va ho mudn check in OKR. Viéc theo doéi hanh dong hang
tuan nay nén dién ra trudc cac cudc hop OKR. Vi vay, trude khi ban tham gia cudc hop OKR.

Thu 3, chung tdi dao tao vé OKR, bai vi triét Iy ctia ching toi tai OKR Asia la chting t6i khéng mudon
lam viéc qua lau v6i ban. Ching td6i muon trao quyén cho ban sau mot quy va ban c6 thé tu lam
duoc.
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CONSENT DECISION
MAKING

Tam dich: Pua ra quyét dinh bang su dong thudn

Dién gia
Sam Huang

Cac t6 chtic thuong cung cdp mot moi trudng dé cac nhoém ty dua ra quyét dinh va ching ta dang
c6 ging tim cach t6t nhat, nhung chua thé tim ra. Luc dau, ching ta da c6 gang dong thuan, nhung
chung ta thay rang phai mat rat nhiéu thoi gian dé khién moi ngusi 100% dong y. No rat thach thirc,
ton thoi gian va cling rat kho khan cho nhiing ngusi diéu hanh. Vao nam 2016 mot dong nghiép ctia
ching t6i da di HRL Singapore, va anh ay da nghe dugc mét cach dé xac dinh sy dong y nhu sau: vé
co ban, néu khong c6 ai phan dai, thi ching ta sé ti€p tuc. N6 khac véi viéc chiing ta sé dua ra giai
phap ma moi ngudi déu dong thuin 100%.

2Tl (Consent)

T4t ca chung ta c6 thé 1én tiéng va xem liéu co ri ro hay bat ky diéu gi anh huéng dén kha nang
lam viéc ma chting ta khéng nhin thay hay khong. Vi vdy, ban c6 thé nghe ti€éng noi clia moi ngudi
trong thoi gian ngan. Diéu nay khac véi viéc bo phi€u vi khi b phi€u ching ta ¢6 thé bo qua y kién
ctia thiéu s6 hodc ngugc lai. M6i trudng lam viéc ctia chung ta rat phic tap, vi vy néu ban khéng
phén dai, thi ban nén noi ro rang ban déng y. Va néu ban thdy mot s rii ro sé dnh hudng dén kha
nang lam viéc, ban co6 thé ndi phan d6i dé moi ngusi 1ang nghe 1y do ctia ban.
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D6 1a cach chiing ta ra quyét dinh biang sy dong thun. Vi vdy, ban sé thay n6 tot hon va chung ta
c6 thé diéu chinh dé xuat ctia minh néu ching ta nhan thay ri ro.

Chtng t6i ching minh dugc diéu dé béi vi chling t6i da sir dung phuong phap nay tir nam 2017 cho
dén nay, chting t6i da dua ra nhiéu quyét dinh nhu vay. Thuc t€ da chiing minh rang n6 hiéu qua.

OK, vay khi c6 y kié€n phan d6i, ching ta sé mdi ngudi do chia sé Iy do. Rii ro ma ban thay la gi
hodc no6 sé dnh huéng nhu thé nao dén kha nang lam viéc ctia chting ta? Néu n6 hgp 1y, thi ching
ta stra d6i dé xudt va xem xét lai. Va trong cac trudng hop thuc té, ngusi dé xuat la ngudi chiu trach
nhiém vé hanh déng d6. Khong phai ai cling c6 thé lam dugc dé xuit. Néu moi ngudi déu co thé dé
xudt hanh dong, chling ta sé roi vao hon loan.

bay la nhiing truong hgp ma ching téi st dung sy dong thuidn dé dua ra quyét dinh: gic lam viéc
chinh. Trong van phong ctia ching toi, vi ching t6i 1a mot nhoém tu t6 chlic nén ngusi quan ly ctia
chting t6i sé khong néi: O, ban cn dén van phong tir 9 gi¢ sang dén 5 gi¢ chiéu. Chung t6i stt dung
sy dong thudn. Ngudi quan 1y noéi: gic lam viéc chinh tur 9 gio sing dén 5 gid chiéu. Moi ngusi dong
y hay phan ddi. Cac dai dién tir cac déi déu cé co hoi thiét ké gio lam viéc ctia chiing téi.

Chung t6i cling ap dung phuong phap nay trong cac khoéa dao tao ma ching toi chon cho nhan
vién mdi, hodc danh sach tén ctia thanh vién trong van phong tham gia cudc hop céng nghé, huéng
dan cai thién hiéu suit ctia nhan vién cling dugc quyét dinh theo cach nhu vay.

Déy la cac tai liéu tham khéo, vi chting t6i méi chi ¢c6 mot phan gi6i thiéu nhanh. Ban c¢6 thé tim
thay video nay truc tuyén ti HLR Singapore, 2016. Dién gié la Yuta. C6 a4y da dén tham Dai Loan,
chia sé chu dé nay.
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THE ROLE OF
AN AGILE COACH

IN ORGANIZATIONS

Tam dich: Vai tro ciia mot Hudan luyén vién

Agile trong cdc to chiic Dién gia

Gigi thiéu
Téi la Chris Kruppa va da lam Agile Coach dugc 2 nam. Tdi thudng tu vdn, hudn luyén, dao tao, gidng
day, c8 van dé gitp moi ngudi tré nén linh hoat hon.

Trong su6t nhiing nam lam viéc, tdi nhan ra mot diéu rang vai tro va sttc manh ctia Agile Coach trong
doanh nghiép van chua dugc tdi uu. Do dd, trong phan chia sé cia minh t6i mudn néi dén cach ma
cac Agile Coach, nhu chting ta c6 thé tao ra nhiing thay d6i nho hodc tham chila nhiing thay déi dang
ké va bén viing cho té chirc.

Cau chuyén nay c6 thé kha quen thudc véi ban. Ngay mai, ban tré vé cong ty. 9 gid sang moi ngudi
tap trung & khu vue nghi ngoi, vira udng ca phé, vira tro chuyén. Puge mot lace thi Agile Coach
thong bao da dén lac Hop Daily, nén moi ngudi tréd vé may tinh ctia minh dé hop online vi c6 mot
s6 thanh vién lam viéc tur xa.

Tat ca moi ngusi déu chia sé vé nhiing viéc minh da lam, nhiing viéc minh sé lam hom nay va
khong ai c6 kho khan gi. Cudc hop két thic trong dang 15 pht.

Néu ban danh gia mitc d6 truéng thanh ctia nhom Agile (Agile Maturity) ban sé thay minh dang lam
kha tot. Ban c6 Agile Coach, ban ¢6 hop Daily, tit ca moi ngudi déu tra 16i da 3 cau hdi va cudc hop
két thac dang gio.

Nén nhin chung, ai cling sé dong y rang ban rat Agile.
Nhung chi 3 phtit sau cudc hop ban hdi Marry: “Ban ¢6 nhé hém nay Joe sé lam gi khong”

Céau tra 16i sé 1a: “Khong, diéu nay khéng thuc su quan trong. Anh ta lam Backend, con t6i lam
Frontend. Toi sé kiém tra API ngay khi anh ta xong viéc cia minh.”

RO rang trong mdt microservice, thi ching ta khong can giao ti€p v6i nhau nita.

Ban c6 thé thay rang minh dap Ung rit nhiéu tiéu chi. Nhung liéu ban da agile chua? Dudng nhu
nhiing ngudi viét ra 4 gia tri va 12 nguyén tic ctia Agile, ho chua nghi dén viéc nay.

Téi thuong thay nhiéu té chitc khong do luong tinh linh hoat, ma do ludng tinh tuan tha cach lam
viéc. Viéc nay dan dén mot s6 nhitng hdu qué nhu:
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e Hudn luyén kiéu checkbox (Checkbox coaching): chiing ta kiém tra va tick hoan thanh céac
viéc lam.

e Ep moi ngudi lam viéc theo mot kiéu ma khong rd béi canh

e Ddy Iui cac y tudng va su doc lap trong cong viéc

e Mét moi voi Agile

e Chong doi su thay déi

Bién Agile Coach thanh canh sat Agile

From: https://www.persoenlich.com/kategorie-werbung/eine-eierlegende-wollmilchsau-fur-vw =

O Pirc, chiing tdi goi day 1a Eierdech, vé co ban 1a mdt con Ign, cho tring, len, sita, va ca thit
x0ng khoi.

Duong nhu chtng ta ky vong diéu tuong tu tir cac Agile coach va viéc nay rat nguy hiém. Chang ta
khong nén ky vong minh c6 thé lam moi viéc hay la chuyén gia § moi linh vuc.

Different Roles of an Agile Coach
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Toi phat hién ra 8 vai tro ciia Agile Coach ma t6i mudn chia sé véi cac ban:

Phu thay: 1a kiéu Agile Coach giodi trong viéc ¢d van, ¢6 hiéu biét rong, dinh huéng va nhiing
tay gan nhu vao moi viéc, nhung lai khdng thuc sy gioi trong viéc huan luyén.

Chiéc guong ma thuit: 1a kiéu Agile Coach gioi két ndi va dong cam.

Linh hon: 1a Agile Coach tap trung vao nd luc bén virng. Ho co6 tu duy hé thdng, biét cach
trao quyén va thuc day moi ngudi suy nghi.

Hiép si: 1a Agile Coach rat gidi trong viéc gitp xay dung cac san pham hoéc dich vu tot hon.
Hoang ti: La nhiing Agile Coach c6 hiéu biét va quan tdm dén cac cong cu.
Thg ho: La Agile Coach c6 hiéu biét sdu vé mdt cach lam viéc cu thé nhu Scrum, Kanban.

Nguoi lun: La Agile Coach gidi trong viéc cong tac

bé thanh mdt Agile Coach t6t hon:

biing bén ngoai hé thong (@€ nhoém thue hién cong viéc)
That bai mot cach an toan - thdng qua thir nghiém, thir nghiém va thit nghiém

C6i m& v6i nhiing bat ngd ma su thay déi trong nhom dem lai va tao diéu kién cho
su da dang

Su thay déi sé€ bén vitng hon khi ap dung cac phuong phap va cong cu ho trg
Kién nhan va thiu hiéu ring viéc nay sé can thoi gian va can duge ciing c6

Trong cac hé thong phic hop, sy hgp tac luén khon ngoan hon lam mot minh
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INTRODUCING THE ROCK
CRUSHER: A Flow Based Model
for Backlog Management

Tam dich: Gidi thiéu Mdy nghien da:

Mo hinh dua trén dong chdy dé qudn 1y

Backlog

Nhiing ¥ tudng ma t6i mang dén day dén tir mot
cuon sach méi duge phat hanh ctia toi va hai tac
gia khac. Chang t6i thiy c6 nhiéu y tudng chung
va chung tdi nghi rang c6 thé mang nhing y
tuéng nay ra bén ngoai. T6i muon gidi thiéu téi
cac ban vé mot mé hinh méi dé quan Iy Backlog.
Truong hop st dung (Use case) la mot y tudng
c6 tir nhitng nam 80 va 90, trong d6é mdt s6 t6
chirc hoat dong rat tot, con mot sd khac lai hoat
dong kém. TS chirc nao dang lam t6t nghia la ho
dang lam dang, va tuong tu nhu vay véi nhiing
t6 chirc chua lam t6t, thi ho da sai 6 dau? va
ching t6i da thay mo hinh nay lap di lap lai.

Ngay nay, Backlog 1a cong cu quéan ly yéu cau
chinh trong cac t6 chitc Agile. Va mot s6 t6 chiic

Dién gia
Shane Hastie

The Rock Crusher:

A Model for Flow-Based Backlog Management

By Steve Adolph, Shane Hastie, and Ryland Levion

WBA
H PUBLICATIONS

dang lam dang. Ho dang thuc hién quan Iy Backlog theo ludng thuc su hiéu qua. Nhung nhiing td
chitc khac, khong duge nhu vay. Chung toi chiing kién ¢6 rat nhiéu kho khan, rat nhiéu thach thic
trong viéc quan ly Backlog ctia cac té chitc. Vi vy, v6i kinh nghiém lam viéc cing nhiéu cong ty khac
nhau, ching ta da dac két thanh nhitng diéu ma ching téi thdy la cac té chitc d6 dang lam tét.
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Tai sao chung ta lai phai c6 mét Backlog?

Frederick Brooks da néi tir nam 1987 rang, “phan kho nhat trong viéc xdy dung mét hé thong phan
mém la quyét dinh chinh xac tha can xay dung”, va do 1a diéu ma Backlog phai lam cho ching ta.

The hardest single part of building a
software system is deciding
precisely what to build.

L7 = )
— Fned Brooks —

AZQUOTES

Mot cong cu tuyét véi cho mot kho luu trit riéng két hgp moi thi lai v6i nhau. Chang ta cling co
Product Owner quan Iy mitc dd uu tién, quan Iy luéng, lam cho moi thir hoat ddng tot. Va ching ta
6 tinh truc quan hoéa, c6 kha nang thich tng, c6 su linh hoat thong qua viéc st dung Backlog.
Mot thach thirc 1a Backlog nay bat dau va két thac &
Product Owner.

Cac t6 chtic phic tap hon. C6 nhiing diéu xay ra bén trai, c6 nhiing diéu xay ra bén phai. C6 rat nhiéu
cong viéc quan trong chua dugc hoan thanh hoac chua duge hién thi truc quan thong qua cac hoat
dong truyén thong vé Agile.

Va rat it mo hinh Agile cung cap huéng dan vé nhiing gi lién quan dén viéc quan 1y birc tranh 16n hon
nay. T dau dén cudi, khai niém ndi vé dong gia tri tién mat, thay vi chi dong gia tri phat trién.
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Vi vay, diéu xay ra trong nhiéu td chirc la nhom phat trién tré nén thuc su Agile. Ho nhin dugc
phuong phap Agile thong qua qua trinh chuyén giao thuc su t6t. Ho c6 mdt luong lién tuc, nhung sau
d6 ching bi tic nghén & hai bén. Cudi cling, ching ta c6 cac chuéi gia tri bi pha vé. O bén trai, ching
ta thuong c6 phuong phap quén Iy du an rat truyén théng. Chiing ta ¢6 cac mo hinh ngan sach gay
céan trd, chung ta c6 mot PMO dang c6 gang vat 1on v6i cong viéc. Va rdi chting ta nhan duge mot du
an da dugc phé duyét, va ban giao cho nhom néi trén, nhém phai lam moi thit va cudi cung chting ta
sé trién khai n6. Nhung sau cting Backlog ctia chiing ta khong phai la mot ludng, né tré thanh mot bé
chira, noi cac yéu cau thudng bi roi vao quén lang.

T6i da lam viéc vdi cac t6 chtic cé cac hang muc (item), User story hodc cac tinh nang da & trong
Backlog tirba dén nam nam. Toi khong tin rang mot hang muc da nam yén trong Backlog ba dén nam
nam sé dugc phat trién. Trén thuc té, tdi khdng dinh rang d6i véi hau hét cac té chic, mot hang muc
da nam yén trong Backlog lau hon sau thang c6 kha nang khong bao gi¢ dugce thuc hién.

Vi vy, ching t6i c6 su chuyén giao theo silo nay, nhung & gitta, ching t6i ¢6 nhitng nhém Agile nghi
rang ho dang lam rat tét. Ho thich lam viéc theo cach nay, nhung n6 khéng gitip ich gi cho té chirc.
Chang t6i ¢6 thé nhin thay sy gian doan va van phai mat hang thang, hang nam dé khach hang co
thé nhan dugc gia tri.

Wow, we are so freakin

agile, our velocity is
high, and our costs are

Despite our “improvement effort”, everyone is still down!
focused on their silo and their silo’s performance

Why does it still take us
so long to get anything

metrics... Handoff Handoff done. We’re losing 50K
every month!
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Vi vay, chung t6i khang dinh rang néu chung to6i thuc sy ap dung tu duy Agile va tu duy tinh gon,
chuing t6i phai thay déi cach nhin vé cach quan Iy Backlog tir Backlog nhu mét bé chira sang Backlog
theo ludng. Nhung diéu nay c6 y nghia gi véi ching ta?
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Quan ly Backlog theo luong
Truée hét, trong nhiéu td chiic, Backlog chi giong nhu 1a noi luu trit dd dac. Moi thir dén roi di, va nod
ngay cang sau hon, c6 rat nhiéu thir dang ndm sau dué6i day. Nhing User story sau thang, chin thang,
mot, ba, nam nam nay dang dan muc nat. Chung dang xuéng cdp, chiing khong mang thém bat ky
gia tri nao va chéng giup ich gi.
Vi vay néu vi von backlog nhu mét duéng 6ng, thi truéc hét, chiing ta can chuyén déi dé 1am nd tung
va mé duong ong.

Nhung diéu d6 cé nghia la ching ta phai d6i mat véi mot s6 thach thic, béi vi chiing ta sé ludn co
nhiéu y tudng hon nhiing gi ching ta c¢6 kha nang cung cap.

Vi vdy, chling ta phai thém vao d6 mot trong nhiing tinh nang quan trong nhat ctia may nghién da
(rock crusher), dugc goi la clra xa (wastegate), mot cach dé loai bo nhiing y tuéng khong hitu ich véi
chung ta.
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Vi vdy, dé bién mot bé chira thanh mot ludng, chiing ta mudn c6 sy hén loan § trén cing. Chung
ta muon rat nhiéu y tuéng xuat hién, c6 thé chiing van chua ding, va ching ta sé cho phép mét sd
trong s6 di ti€p, nhung kha nhiéu trong s6 d6 ching ta sé loai bo.

Khi cac y tuéng dugc chung ta dua vao phéu, ching ta sé bi€n ching thanh nhitng phan tang truéng
c6 gia tri ma sau do c6 thé duge xem xét va giai quyét.

Vi vy, chiing t6i dang stt dung phép adn du ctia may nghién da. Vién da giong mot y tuéng nam trong
Backlog va chung ta can nghién vé n6. Mot s6 vién da co thé rat 16n, nhu nhitng sang kién nhiéu nam
hoac céac sang kién & cap do themes va epics. Ching ta mudn chia nhd ching va loai bd mot s6 dé
nhiing gi di qua duong 6ng la nhitng hang muc c6 gia tri, dang gia va c6 thé chuyén giao déu dan &
quy mo ma nhém cta chang ta .

Vi vy, phép an du 6 day la vé nhiing thit tré nén nho hon khi di xuéng qua dudng éng mong (thin
pipe) nay dé dén noi chuyén giao, nhiing thir khac sé bi loai bo.

Bay gig, phuong thitc chuyén giao d6 c6 thé la Scrum, Kanban, XP (Extreme Programming), khong
quan trong phuong thirc chuyén giao ctia ban la gi. bay la viéc quan ly ludng da, y tuéng, hang muc
trong Backlog va dua ching vao theme.

Vi vy, dau tién va quan trong nhit la ctra xa. Theo rat nhiéu nghién ctru, chting téi biét ring khoang
60% tinh nang thuc su khong bao gig dugc st dung. Vay dung phat trién ching. Hay loai bd chiing
tru6e khi bat dau trién khai. Hay xac dinh nhiing y tuéng hay nhung khong kha thi va loai bo ching,
thay vi dé ching ton dong trong Backlog va nghi ring mot ngay nao d6 ching ta sé lam diéu nay.
Chuang tbi goi quyét dinh diéu gi la thuc té 1a ty 1€ nghién (crush ratio).

The essence of strategy is choosing
what not to do.

AZQUQTES

Lién quan dén da, thi da cling c6 mot s6 dac diém chinh. Trong d6 dac diém quan trong nhat, 1a co
thé kiém tra dugc. Bay gio, du vién da ¢ dau trong phéu, thi cling can phai c6 mdt mo hinh c6 thé
kiém ching né & mirc do thich hgp.

Néu ndm & dudi cung, né sé duge dua vao nhoém dé chuyén giao, sau d6 mo hinh ¢6 thé kiém ching
sé 1a ma (code) va thir nghiém sé la thit nghiém thuc té. biéu gi dang hoat dong hiéu qua trong thuc
teé.

Lén cao hon trong phéu, ching ta sé khong xay dung ma (code), nhung ching ta van can suy nghi
xem md hinh c6 thé kiém ching 1a gi? Lam thé nao chiing ta biét dugc diéu do6 va bai kiém tra la gi?
Bai vi diéu do gitp ching ta xac dinh nhiing hang muc thuc su c6 gia tri va nhitng hang muc khong
c6 gia tri. Vi vay, hay nghi vé vién da theo mo hinh c6 thé kiém chiing, muc dich la gi va lam thé nao
chting ta biét dugc?
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May nghién da cling thuc ddy chiing ta huéng t6i tu duy sdn pham thay vi tu duy theo du an. C6 rat
nhiéu béng chimg cho thay cong viéc theo sdn pham c6 xu hudng trdi chay, hiéu qua hon va mang lai
nhiéu gia tri hon cho cac t6 chtec.

Mot diéu khac ma chung tdi cting mudn chi ra 1a vai tro Product Owner thuong gap rac réi. Trong
hau hét té chitc, Product Owner thuong bi “lut 10i”. C6 qua nhiéu thir dang dién ra. Va nhiing gi chting
ta dang yéu cau ho lam la nhiing nhiém vu siéu pham, nhiing thir thach cuc dai.

e Ho can dai dién cho nhiéu quan diém khac nhau.
e Ho can vugt qua nhiéu ranh gi6i khac nhau.

Ho can biét nhiing gi dang dién ra trén thi truong.

e Ho can hiéu nhing gi hiéu qua v6i nhom.
e Ho can diéu phdi cac nhu cau khac biét tir cac bén lién quan khac nhau.

Vi vay, trong mo hinh cta chting toi, trong cudn sach, ching téi thuc su néu ra diéu nay va cho rang
c6 hai vai tro rat khac biét c6 thé do cting mét ngusi dam nhén hoac khong. Vi vy, chling toi coi
Product Owner va Solution Owner nhu hai goc do riéng biét ro rang. Chiing ta phai c6 riéng mot
nguoi ra quyét dinh mirc d6 uu tién vé tha tu thuc hién cdng viéc. D6 la Product Owner. Trong khi
do, Solution Owner phai xt Iy nhiéu giai phap ma nhém dang thuc hién. Va ching ta cé thé c6 nhiéu
Solution Owner giai quyét thach thtic lién quan dén cac cudc doi thoai vé Backlog.

Chuang t6i cling nhan manh va chi ra vai tro ctia BA (business analyst) nhu mot ngudi md rong ranh
gi6i. Nhiéu mo hinh Agile da danh mat tam quan trong ctia bd k§ nang phan tich. Chiing t6i muon
dua diéu nay trd lai va noi ring chung ta can nhimng ngudi c6 thé mé rong cac ranh gidi va mang
nhiing ¥ tuéng chinh nay dén véi nhom.

Mot diéu khac xuat phat tir cong viéc trén Agile extension, do la timeline. Cac y tudng sé c6 khoang
cach bao xa va mirc do chi tiét & cap do timeline nao?

CONCEPT
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Mot diéu khac ma chang toi chi ra la nhu cau vé thit ma chung t6i goi la May nghién (Crushers) dé
khién viéc xac dinh cong viéc tré nén truc quan.

Chung t6i c6 thé trién khai may nghién da theo nhiéu mé hinh khac nhau nhung chiing t6i thay né
thuong st dung hai cdp do bang Kanban, mot & cap dd danh muc dau tu (Rock Crusher) va mot & cap
do6 san pham riéng 1é (Thin pipe).

Rock Crusher Thin Pipe
>

Wishful Ready
) cate Fiarss ‘
pnallocated Thll‘?klﬂg M - [Backlag} D“"Eop
] [ =) PY
J
® N

Kanban Board

The Rock Crusher can he implemented using a Kanban.
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AGILE FROM THE TRENCHES

Tam dich: Agile tit chién hao

Dién gia

Poan Nguyén Minh Tué

5 Bai hoc quan trong tir qua trinh chuyén d6i Agile

Chi Agile la khong du:

Vi du: dé ap dung Scrum cho nhom ctia minh, ban can 16i kéo nhém Sén phdm, toan bd don vi kinh
doanh, Enterprise Architect, Kiém soat chat lugng (QC),... tham gia dé gitp mdét nhoém Scrum nhd
hoat dong tot.

Chuyén d0i Agile mang nhiéu ham nghia tiéu cuc:

N6 danh ltra moi ngudi chuyén tir trang thai tinh sang mot trang thai tinh méi. P6 nén la nhitng
cdi ti€n mang tinh phat trién dién ra hang ngay va ban quan sat ching dé hiéu cling nhu cho phép
chling xay ra nhiéu hon.

Khdi niém chuyén doi dang bi lam dung:

N6 vé ra mdt hanh trinh dai, t6n kém va vat va, doi hoi ban phai 1én ké hoach cho n6. Va ban dang
bi méc ket! Khi ban 1ap k€ hoach cho mot thir 1au dai, 16n, dat tién, tic 1a ban khong Agile. Su
chuyén déi phai xay ra ngay tai day, ngay bay gig, ngay 1ap tic va khong thé dao nguge. Giong nhu
thém sira vao ca phé.

Hau hét cdc Agile Coach ctia té chitc deu tdp trung vdao chuyén doi Agile:

Thay vi tp trung vao viéc giap t6 chttc tré nén tinh gon hon, giam lang phi, khién moi ngudi cam
thdy nhe nhang hon trong cach lam viéc va hanh phic hon, nhiéu Agile Coach lai tip trung vao viéc
TAO RA SU THAY POI, GISI THIEU CAC QUY TRINH, BIEU MAU, CACH LAM VIEC, VAI TRO MOL,...
Khong Agile khong phdi la xdu:

Agile hay khong Agile déu tao nén Agile hoan héo. Khi ban gin bo véi viéc tré nén Agile, ban sé
khong con linh hoat nita. VA, khéng phai moi thir déu c6 thé linh hoat theo cach ban muén. Hay
dung do6i mat ciia tré tho dé nhin moi thir va mé rong tam tri ctia ban dé chdp nhan moi hinh thirc.
bo la Agile.
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Kinh nghiém thuc tién dé xi 1y tinh hudng trong qua trinh
chuyén doi Agile

Hoi chiing mét méi Agile:

Ngling noi vé Agile va d€ moi ngudi tu kham pha nhiing cach lam viéc mai.

Héi chitng phdn cap va chiic danh:

DPua moi ngusi chuyén tir Chiic danh dén Vai tro, tit hé théng phan cép dén cac kénh giao ti€p va
lang 1€ x6a bo rao can gitra nhiing ngudi 6 vai tro nay véi nhitng ngudi 6 vai tro khac.

Hoi chiing Agile vs PMO:

Sé dugc thado luan trong mot hdi nghi khac.

Lan song sa thdi:

Thir nhat, 13 su an toan vé tinh than. Sau d6 1a minh bach. Va, nhan thtec.

Cdch dap dung Pinh nghia Hoan thanh (DOD) va uéc tinh Story Point

Hay dé nhom tao ra Dinh nghia Hoan thanh ngan, vui nhdn va dé ap dung. Hay dé ho nghi ra mot
cai tén viét tat tha vi cho né va cho phép nhom lam chi (thay ddi, ap dung, thAm chi x6a bd néu ho
muon).

Chi ap dung cac Story Point cho 1 - 2 User Story trong moét Sprint. Xem lai chiing trong Sprint ti€p
theo dé xem udc tinh hoat dong nhu thé ndo. Yéu cau nhoém ap dung Story Point cho 2 - 3 Story
néu ho cam thay thoai mai,...
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Ten Learnings on delivering
big bet initiatives

Tam dich: Mudi bdi hoc veé viéc dua ra cdc

sdng kién ddt cugc lon SDif:q g;?g
ylvia

Khong c6 mot con dudng thdng nao di tir y tudng dén két qué. Thay vao do con dudng dy thudng
gap ghénh, 1én xudng. Thé hién rang chung ta sé trai qua rat nhiéu nhimng thir thach phic tap va
hén loan.

risks monidest

shetegic den sy ouicome
com

unwm'\‘l mbiﬁ““"j

Do do, toi s€ chia sé véi ban kinh nghiém ctia minh.

Tru6ce hét, mot sdn phadm t6t c6 thé 1a mdt thudce gidm dau hoidc mot liéu thude bd, hoic ciing co
thé 1a ca hai.

e Thudc gidm dau tic 1a né gidi quyét nhimg van dé ngan han.
e Trong khi thudc bé la nhiing sdn pham mang lai nhiing lgi ich 1au dai.

Do d6, khong quan trong nhom ctia ban tot dén dau, cac con s6 s€ ndi 1én tat ca. Ching ta nén
danh nhiéu thoi gian dé thu thap dang théng tin va cd ging xay dung mot san phdm ding.
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Thr 2, viéc uéc lugng qua va ude lugng thi€u déu khong tét.

« PARKISON S LM
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< 4 DEFECTS
¢ e >
& -
UMD ERESTIMATIN 100% OVERESTMATIN

Viéc uéc lugng thi€u mét du an c6 thé dan dén su cham tré, cit gidm pham vi du an va két qué
thap.

Ngugc lai khi uéc lugng qua mét du an, lanh dao va cac bén lién quan c6 thé sé khong mudn cung
cap cho ban nguon tai trg va phé duyét du an vi ho khéng thay nhiing gi ban dang mudn bo ra,
xting dang v6i nhimg thanh qua c6 thé dat duge. Gan véi n6 1a hoi ching Parkinson - titc chting
ta cd ging 14p day khoang thai gian dugc phan bé. Vi du, thuc té€ ¢6 thé ban chi can 1 ndm dé hoan
thanh dy an, nhung ban lai danh dén 2 nam. Do d6, chtng ta nén danh sy quan tam dé uéc lugng
dang du an.

Diéu noi trén dan dén y thi 3: trinh tu tré nén quan trong hon bao gid hét.

Milestones Demos Fishfood 2nd Fishfood Dogfood Launch Ready

Target Dates

Interim Outputs

Notes /
Assumptions
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Khi chting ta lam viéc v6i nhitng du an dai 1 nam, 2 nam, 3 nam, tham chi 1a hon thé, thi cac ddu
mdc tré nén rat quan trong. Chiing ta can cé nhitng ddu méc c6 ¥ nghia. Va chiing ta cling can sap
x€p trinh tu cho chtng. Diéu nay khong c6 nghia la ching ta giao tung viéc mot cho ngudi khac,
ma ching ta thé hién rang tai mot thai diém trong dong thai gian chiing ta c6 thé thuc hién mot
budi demo, thit nghiém sdn phadm ctia minh truée khi n6 dén tay khach hang.

Va bén canh nhiing ddu méc, ching ta cling can c6 nhiing két quéa gan voi ting ddu mdéc. Nhimg
tinh nang, thudc tinh nao sé dugc hoan thanh. Diéu nay gitp ching ta c6 thé lam viéc dé huéng
dén nhiing diéu chung ta vach ra.

Thr 4, cap nhat trang thai cé thé vo nghia.

Téi thuong nhan dugce cau hoi tir cac bén lién quan hoi rang, du an dén dau r6i? C6 6n khéng? Co
xanh khong? Qua that t6i khong biét tra 16i gi trong nhitng tinh huéng nhu vay. Liéu ti c6 nén di
vao chi tiét, hay chi can mét céu tra 16i so bd? Toi nghi rang néu chiing ta thuc su agile, thi chung
ta da c6 nhiing phién So két Sprint dinh ky. Va néu ban da cé nhiing ddu méc quan trong va co y
nghia thi cling gitip cho moi ngusi ndm dugc trang thai du an. Do d6, thay vi cip nhat trang thai

viéc cap nhat két qua sé c6 y nghia hon.

Thi 5, dua ra nhitng quyét dinh ¢anh d6i s6m.

e
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RESULTS Now

Chéc ban da quen vé6i hinh tam giac ba rang budc ctia du an phat trién san pham: pham vi, thoi gian
va nguon luc. Nhung mot diéu con thi€u trong tam giac nay do la chat lugng. Va khi n6 khéng duge
hién ra, tirc 1a né sé khéng bi hi sinh dau tién. Piéu nay dan dén viéc, ban luén cd gang cit gidm
pham vi, thoi gian va ngudn luc, nhung van mudn dat két qua nhu cii. Ban gip phai rat nhiéu van
dé. Ban tao ra nhiéu viéc hon. Ban tu tao ap luc cho minh dé tao ra két qua. Va ban lai ti€p tuc tim
cach cat giam. Ctr thé, ban roi vao mot vong ludn quén: gip van dé rdi cit gidm, roi lai gdp van dé
roi cat giam. Két qua thudng thay la ban cd gang hi sinh thoi gian ctia minh dé€ tré thanh mét anh
hung, nhung 16i khuyén ctia t6i la ban dung nén nhu vay.
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Thit 6, Piéu chinh su phu thudc.
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DEPENDENCY TYPES

it
369 PART ‘/ i sy

PATES
REGWIREMENTS CReAUTY

Trong cac du an 16n, ching ta sé phai lam viéc v6i rat nhiéu ngudi, nén cé rat nhiéu su phu thudc.
Trong d6, ban sé can dic biét cht y dén nhimng phu thudc, ma ban khong thé tac dong hay kiém
soat dugc. Khi xac dinh duge chtng: ban ¢6 thé phan chia cong viéc s6m hon, dé€ ho bat dau va
hoan thanh céng viéc minh sém hon. Hay ban c6 thé giao mot phan céng viéc cho mdt thanh vién
khac hay nha cung céap khac.

Thit 7, Giam thiéu rii ro.
Viéc 1ap k€ hoach qua mic khong phai lic nao cling dam bao thanh céng. Nhung trong nhiéu tinh
hudng né van cé thé gitip ching ta dua ra nhiing quyét dinh ding dan trong tinh huéng nguy cap

khi can. Cac ké hoach du phong, hay cac kich ban khac nhau sé gitp chiing ta khong phai dua ra
nhiing quyét dinh khan cap trong nhiing tinh huéng cang thang va mét moi.

Nhung nhiing diéu ngoai du doan van c6 thé xay ra.

Thir 8, Van dung 1y thuyét vects nhén vién ctia Elon Musk.

@. ;;

Total Impact =0

Khi phat trién nhiing san phdm 16n, chting ta s€ lam viéc v6i nhitng nhom 16n hon. Lam viéc trong
nhitng nhém 16n nhu vay, sé phai quan ly dugc s6 lugng ngudsi dong hon va ddm bao ho c6 thé

cdng tac voi nhau thi khong dé dang. Va ly thuyét vecto ctia Elon Musk da gitip toi rat nhiéu. Theo
do, ong coi modi nhan vién nhu mot vecto va ¢d ging dé can chinh nhitng vecto nay sao cho thing
hang. Vi du trong hinh, ban sé khong chi thay méi ngudi la mét vecto, ma ban con cé thé thdy moi
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vecto lai chi vé mdt huéng khac nhau. Piéu nay dan dén viéc anh huéng chung bang khong. Ttc 1a,
néu mdi ngudi di theo mdt hudng va déi dau véi nhau trong mdt nhoém thi két qua tao ra sé la 0,
tham chi la am. Do d6, ching ta sé lu6n mudn lam sao dé moi ngudi cting nhin va di vé cung méot
huéng.

Thir 9, sit dung Binh phéap Ton ti trong giao ti€p.

If words of command are not clear and distinct, if
orders are not thoroughly understood, the general is to
blame. But if his orders are clear, and the soldiers

nevertheless disobey, then it is the fault of their
officers. — Sun Tzu, Art of War.

Téi chi trich dan Binh phap Ton Tir 6 day vé phuong dién giao ti€p.
“Néu ménh 1énh khong ro rang, ménh 1énh khong thé duge hiéu thiu déo, thi ta trach tuéng quan.

Nhung néu ménh 1énh ciia tuéng quan ro rang va binh linh khéng bao gi¢ trai 1énh, thi d6 la 16i clia
chi huy”

Tiec la trach nhiém ctia 1anh dao la dua ra nhitng huéng dan, chi dan rd rang khi can. Co6 nhu vy thi
chung ta méi c6 dugce su dong bd vé thong tin. Chiing ta khdng nén ky vong rang moi ngudi sé hoi
lai, @€ lam r6 nhiing diém khong r6 rang cia minh.

Cudi cung, chuyén tur tu duy theo su kién sang tu duy hé thong

Level of . . .
A Perspective Current Reality Desired Future Reality
What is the current What is the espoused
Yision vision-in-use? vision of the future?
% Mental What are the prevailing assumptions, What assumptions, beliefs, and
© Model beliefs and values that sustain values are needed to realize the
g Cdaéls the systemic structures? vision?
i
: . What kinds of systemic structures
? 53!5138!‘1‘1 ic Websichi apykriainlc strualtume are pro- (either invented or redesigned) are
_ ducing the most dominant pattern ; o
[0 Structures RN AR required to operationalize the new
g il i il e ol iy mental modele and achieve the vision?
Q
= :’V: :t ff ::Te behaTDr:vs " time What is the current
Fatterns 4y iNaierone il =l curven s vision-in-use?
system?
What are some specific events that What are some specific events that
Events characterize the current reality? illustrate how the vision is operating
on a day-to-day basis?
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Tu duy theo su kién tip trung vao cac giai phap ngin han va xét dén nhiing su kién cu thé. Giai
phap ay c6 thé hiéu qua ddi v6i su kién hay tinh huong cu thé, nhung né cé thé khong hiéu qua
trong tinh hudng khac, hodc n6 c6 thé dan dén nhitng hau qua khong luong truée duge. Do do,
diéu chang ta thuc sy mong mudn la chuyén tir ki€u tir duy theo sy kién sang tu duy theo hé thong
v6i bon cdp do: xem xét cac mau hanh vi, cdu trac hé théng, mo hinh tam Iy va tam nhin. Cling véi
do, chiing ta sé c6 thé tac dong dén tuong lai ctia minh thong qua cac cap do tu duy khac nhau nay.

Ten learnings on delivering big bet initiatives

. Be a vitamin and a painkiller

. Neither overestimation nor underestimation is good
. Sequencing becomes a lot more critical

. Status updates can be meaningless

. Make tradeoff decisions early

. Adjust for dependencies

. Mitigate the risks

. Leverage Elon Musk's employee vector theory

. Use Sun Tzu's Art of War in communication

. Move from event thinking to system thinking

1
2
3
4
5)
6
7
8
9
0]

—
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SCALING AGILE
AT MSB BANK

Tam dich: Scaling Agile tai Ngan hang MSB

Dién gia
Hoang Hiru Huy & Phuc Bui

Chuyén d6i Agile tai MSB

Hién tai chiing t6i dén tu khdi chuyén déi s6. Khéi chuyén déi s6 méi dugce thanh 1ap théi. Bau

do6 tubi doi ctia khoi chuyén déi s6 khoang 2 nam. Ngoai viéc di theo xu huéng chuyén déi s6 thi
chung t6i s6 hoa lai toan bd nhiing sdn pham, nhiing hanh trinh, nhiing hé thong tai ngan hang
trude day. Ching tdi dugc chia lam 2 khdéi, mot khdi 1a run the bank tic la khéi ngan hang truyén
thong, moi ngudi cé thé thdy mo hinh run the bank c¢6 & hau hét cac ngan hang hién tai. Mot khoi
moéi ching toi goi 1a change the bank titc 1a khoi chuyén ddi s6, cau chuyén dua ra la khéng chi vé
s6 hoa nhiing thir nhu tdi vita ndéi ma con cau chuyén nita 1a thay déi lai mét s6 cach thic vé way of
working, vé van hoa hay la vé mindset lam viéc. MSB da hinh thanh 33 ndm, moi ngudi da qua quen
v6i cach lam viéc truyén thong roi néu chiing ta dén noéi la cac anh hay thay ddi di, cac anh hay di
theo huéng nay di n6 hiéu qua hon thi moi ngudi sé khong nghe, vay thi chiing ta sé ti€p can nhu
thé€ nao? Thi chang t6i hay ti€p can theo huéng ma ching toi goi la leading by example, chiing toi
sé dua nhirng cai méi, nhitng chuyén dé vao don vi méi va sau d6 ching toi sé€ lam cho n6 thanh
cong dé tir d6 chiing t6i chiing toé rang day la cach thitc c6 hiéu qua va sau d6 nhan réng mo hinh
do 1én.

Scaling Agile @ MSB - Look back key milestones

— 1st Customer Journey Go-live
e ™ + €J15B Unsecured

/ P

f ' - a personal loan MYP1 Go-live

) ol i

\ / « Full org. chart setup (CJ, Data, Tech, 4

‘~,\ Jun2t / Nov 21 TMO) to suppart Aglle Wow :manua: & hnr:n- ;

~ oo inancial achievemen
Kick-off DF setup - {‘\ | V" per FY2022's KPls
= Ramped up resources f 4
« Digital skillset training " E;T:e':ev?r\;unlfc':l\‘fgfsﬁ‘ e
* Des fi s st saving il
esign phase for CJ Dec 72 +  Met target of non-financials
) metrics e.g., FTR, TAT
= « 4 strategic programs pre-werk
1st TOl impact _u_@ @ Dt 22 ' + Continue 8 CJs and 4
recognized Vv & ® B werkstreams
« Continuous MVPs go-live 1 11 F P e S
= 4CJs ongoing Apr ' 12 ol
= Stabilize chapters setup Mar 22
« Completed BOT of cost & data Recalibrate DF
analytics module structure 2023-2027

« Built-up new digital capabilities ™A
(Digital MKT, Digital Design) '
+ Retract Tech team to IT and Data

team to DGA .‘Msa P

@ continuous WP go-live across L5

T6i xin phép roadmap lai mot chiat day 1a lich trinh cia MSB tir ltce chinh thie thanh 14p don vi
goi 1a change the bank, tac 1a khdi chuyén déi sd. Bat dau tir thang 6,/2021, ngay dau thanh 14p thi
c6 dau do khoang tir 20-25 ngudi va con s6 hién tai roi vao khodng hon 600 ngudi, tic 1a mtc do
md& rong nhan su trong 2 nam dau do xap xi 30 1an. Khi ching t6i bat dau giai doan chuyén déi

sd thi cau hoi dau tién sé 1a ching ta sé lua chon don vi, du 4n nao dé ap dung viéc chuyén déi s6
va ap dung agile vao dau tién, thi cau tra 16i la chung ta sé lya chon khéi cdng nghé, va cac khoi
kinh doanh. Néu moi ngudi c6 xem mo hinh Scrum at Scale thi moi ngudi s€ thay la nhan su trong
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mot doanh nghiép sé chia thanh 5 nhém khac nhau: nhém 1va nhom 2 ho rat thich thir thach, khi
chiing ta noi vé nhiing thay déi méi thi ho sé rat mudn thit nghiém béi vi la nhitng thit méi sé mang
lai nhiéu gia tri cho ho, nhém thir 3 va nhém thir 4 thi thuong ho sé khéng ngay 1ap tirc ho thay ddi
va ho sé can phai dugc thuyét phuc bai con s6 vé dir liéu, vé data, vé su thanh cong ctia cac nhém
khac, con nhom thtr 5 thi gan nhu ho sé khong muon thay ddi véi tat ca cach thirc lam viéc. Thé thi
ngay khi chting t6i thanh 1ap khoi chuyén déi s6, ching t6i thanh 14p ra cac CJ (Customer Journey),
moi mdt CJ la mot hanh trinh sdn pham véi khach hang méi 4p dung cho 2 khéi ngan hang 16n ctia
MSB la Retail banking (ngan hang ban 1&) va Enterprise banking (ngan hang doanh nghiép). Chang
duong thi sé bat dau hinh thanh tir cac CJ va no6 sé duge dan dan ap dung tir nhirng CJ dau tién vi
du nhu SB Unsecured la san pham vay tin chip cho khach hang ca nhan va ti€p tuc la nhiing CJ
khac va dan dan chung toi dua vao mét s6 phuong phap mdi, tu duy méi bao gom Design thinking,
Lean thinking va Agile va 3 thir d6 t6ng hoa lai s€ la nén tang cho viéc chuyén déi sé.

DPén thang 3 nam 2022 da c6 4 hanh trinh CJ dugc trién khai va bit dau c6 ROI impact dau tién co
thé nhin nhan dugc, do dac duge béi cac nhém quan 1y vé tai chinh ctia ngan hang MSB. Tiép tuc
hanh trinh d6 thi bit dau chiing tdi sé dua thém cac nang luc s6 méi vao trong ngan hang vi du nhu
truéce day trong ngan hang moi ngudsi quen thudc véi khéi marketing, thi bay gic sé theo huéng méi
la Digital Marketing hoac la Digital Design, titc la nhitng khéi méi. Chiing toi sé xay tung vién gach
nho mot va khi xay xong vién gach phia duéi thi chiing ta sé xay ti€p vién gach phia trén dé gitp
ching ta c6 mot cai nén mong tét. Khi ma moi ngudi thdy 1,2 dy an thanh coéng thi tdm Iy 1a muén
phat trién rat la nhanh tuy nhién la tir khoi chuyén déi s6 chtng t6i xac dinh tu tuéng la lam tét &
mot s6 nhom nhat dinh sau d6 mé rong dan mo hinh ra. Day 1a hanh trinh chuyén déi tai MSB.

We have set up the solid foundations - Agile ways of working, ready
to scale up and support others

Agile Maturity Assessment result - It will be assessed every 6 months

1 2 3 4 5
Prepare  Ready tostart  Practitioner Performer  High performer

B S o |

I_”—”I e, ) ( H +1 0 Initiative

.T_'&:_- Structure I

— 5. +600 emviorees

B +34 +15

Scrum Team  Agile Coach & Scrum
Master

'Q Technological
Enablers

Sau d6 1 thdi gian, khi chiing t6i no6i cau chuyén lam Agile thi moi ngudi s€ hdi la lam Agile thi
chang ta khac véi truéc nhu thé nao? Thi ching t6i dua vao mot cai goi la Agile Maturity Assess-
ment, ching t6i sé danh gia 6 thang 11an va tir d6 chiing ta sé nhin ra  thoi diém hién tai nhing
du an, nhitng chuong trinh & trong khéi chuyén ddi s6 hay con goi la change the bank thi c6 diém
nao thap va dang anh hudng téi yéu to gi thi chung toi sé tap trung dé chiing tdi giai quyét dau
tién, béi vi trong mot thoi diém ching tdi khong thé xir Iy moi van dé duge nén chiing toi phai xem
dau la nhiing di€ém cdt 16i va né anh hudng truc ti€p téi kinh doanh, anh huéng truc ti€p dé chting
ta uu tién xir Iy trudc. Viéc danh gia mac do trudng thanh Agile n6 bao trum tat ca nhimng phan nay.
Chung toi sé thuc hién thudng la khoang 6 thang 11an va theo ting quy mé né duge mé rong ra vi
du thgi gian ban dau no 14 4 CJ, ti€p do 1a 8 CJ va hién tai dang trién khai cho khoang 10 Initiative
v6i s6 lugng nhan sy dau d6 khoang 600 ngudi. Hién tai khdi chuyén déi s6 ctia MSB ¢6 khoang 34
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Scrum team va doi ngii Agile Coach, Scrum Master khoang 15 ngudi, day 1a con s6 & thai diém hién
tai, va thai gian t6i c6 kha nang sé mé rong 1én 1 chtt

Scaling Agile at MSB is a journey: Pilots a first opportunity to test
and learn

. Team-level perspective . » Enterprise-level perspective .

Potential
Experimented with Agile loni ‘t;;(l of

i 1 idi i a Clossly e
pilots/lighthouses, before deciding I monitaring,  fEmaining in

whether & how to scale progress & legacy model
training,
Scale refine model
enablers,
Decide to implement
let
Define scaled ;Cl:r:d‘:e BroRcly
model, :
StartAgile  Refine model Sci:l;lgzz';‘;“ Do level—defi
pilots, incl. based on pilot calected  Transformation i
pilot squad learnings portfotios  Mgmt Office Value created
enablement
5 ______________ 5 ]
gile project delivery Portfolio of Agile teams Agile umits Enterprise Agility

Chuing ta s€ nhin ti€p hanh trinh Scale Agile, moi ngudi thuong noéi Scale Agile la mudn nhan rong
ra nhiéu team trién khai Agile, chting ta ap dung Scrum, Kanban va mot s6 thuc hanh va m6 hinh
Agile 6 mot s6 nhom thi tic 1a chiing ta dang mé rong né ra nhung chiing toi nhin 6 goc nhin khac.
Do la ngay mot thoi diém khong thé mé rong ra toan bo ma chiing ta cadn mot hanh trinh nhat
dinh, médc du chting ta rat muoén la di nhanh va ching ta ¢6 1,2 thi diém thanh c6ng va ching ta
muon ddy nhanh nhung ma chtng ta can sy nhin nhin va do dac nhét dinh. Chang t6i sé€ dua ra
cac mdc va tai thoi diém nhat dinh chiing ta sé dinh nghia, danh gia, nhin nhin cau chuyén thuc té
ctia toi dang nhu thé€ nao. Khi t6i mé rong no ra thi su phu thudc gitta khéi run the bank va change
the bank ra sao. Cac anh chi sé thdy la chiing ta sé c6 mdt khoang trong rat la 16n gitra doi di theo
phuong phap la lam viéc truyén théng va déi di theo chuyén ddi Agile. Thi day la hanh trinh ma
chang t6i dang di, hién tai chang t6i dang & mitc do Decide to scale to enterprise level tic la tuong
ing v6i n6 1a con s vé nhén sy ciing nhu la vé du an. MSB dén giai doan hién tai da quyét dinh

sé md rong cho toan by doanh nghiép nén tat ca 10 sang kién chién lugc nam trong dinh huéng

5 nam t4i tur 2023-2027 clia MSB tat ca déu tip trung vao cac du an change the bank hay con goi

1a chuyén ddi s6, huéng dén chuyén ddi toan bo ngan hang bao gom cé phan run the bank truyén
thong.

Scaling agile at MSB occurs over time

Continuous
impecwemant and Esration

y #rea Tramsformation
i | evalustien
Erablers evnlustion; A==,
r | Reration of Scale-up model
Evnluation of resudts ef pelotsy |
AdpstTent of mogel
| acoording to o

Lauech of change, pecple
aind bech ensblers
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Cau chuyén moi ngudi hay noi la chuyén déi Agile thi ching ta mang lai nhiing gia tri gi thi  mic
doanh nghiép la gia tri vé mat tai chinh, & mitc squad hay scrum team chiing ta c6 thé ap dung rat
nhiéu thuée do khac nhau, tit nhién la cac squad khi lam viéc trong cung mdt chuong trinh hay
initiative thi can c6 cung mét don vi do dac vi du nhu huéng t6i muc tiéu vé tai chinh, hudng téi
muc tiéu lam hai long khach hang hay la huéng t6i muc tiéu vé viéc onboarding thém céac khach
hang méi trén kénh s6. Biéu quan trong chinh 1a nhitng phan hdi ctia khach hang nhitng ngudi truc
ti€p dang st dung nhitng san pham ctia chung ta ho dang dugc trai nghiém nhing trai nghiém méi
trén nhing kénh sd ctia MSB thi day chinh la nhitng phéan héi dé ching ta biét dugc la ching ta c6
dang di ding huéng hay khong. Ngoai ra thi con cé phan hdi ctia nhitng ngudi nhan vién dang truc
ti€p lam viéc trong moi trudng chuyén déi duge do dac hang thang va hang quy.

Nhirng bai hoc rat ra

@MSB, Agile is a change in culture and values

T

@ : 2 28

Customer Value Adaptability in
focus orientation uncertain context Empowering teams
Cut,mm?.r Working output Responding to In.dividual.s and
collaboration change interactions

over over over over

WINg o plan Processes and tools

Dau tién t6i mudn chia sé cho moi ngusi vé nhitng nguyén ly Agile bén dudi duge dit trong van
hoa, trong gia tri cot 16i clia ngan hang lam sao cho n6 phu hop véi cach dién dat clia ngan hang.
Vi du 6 day t6i noi la cdng tac véi khach hang hay 14y khach hang lam trung tam hodéc 1a toi tap
trung vao gia tri, thich ing v6i nhiing bdi canh khéng chéc chan hodc la trao quyén cho team. Pay
la mot viéc quan trong tic la né thé hién viéc Agile khong di nguagc lai véi gia tri cot 16i clia té chiic
la diém th{r nhat. Diém thir hai la n6 tré nén dé nhé va né mang phong thai ctia td chirc nhiéu hon.
Déy la diém dau tién khi moi ngudi mudn scale agile, bi€n agile trd thanh thir hang ngay véi té

chtc.
Dedicated, persistent cross functional teams that improve q

over time

Iterative way of working to allow for transparency
and reprioritization

Working against a discrete end to end preblem focusing on
value

Trust & Empowerment in exchange for Transparency
& Accountability

9\ MSB
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Diém thi hai tdi c¢d ging 1am sao truc quan hoa nhitng thir agile mang lai cho t6 chirc ciia toi va
nhiing thit nay dugc ndi di noi lai.

Why Agile works: Foundational principles about how
teams are set up and how work gets done

Cross-functional Outcome Customer Iterative, Autonomous AND
collaboration Orientation Focus Adaptability aligned teams

o ©@

Breaking silos to Every team working Continuous feedback 'Working models Empowering and
create towards discrete, and learning over (MVF) over perfect coaching over
cross-functional, measurable goals black box solution; course command
, dedicated, correction over and control
persistent teams - rigidly following a
integrated plan
Business-Technology
teaming

Mot diém nira la 8 MSB ¢6 600 nhan sy, thuc té thi 600 nhan su thudc vé cac don vi. Cau chuyén
ctia MSB thi vai tro clia team 1a v cung quan trong thi chiing toi bat dau xay dung nén moéng dau
tién cia scale agile 1a xay dung team ttr 7-10 ngudi cho nén la sao cai Agile n6 hiéu qua la vi tai MSB
chting t6i dua Agile vao cach mét team van hanh, vi du nhu la hoat dong daily hang ngay, quan ly
backlog, xir ly issue hay su phu thudc. Tat ca moi thit xoay quanh cau chuyén ctia team, khi ching
ta mo rong 1én thi chi la cau chuyén lam sao ta c6 thé nhan duge nhiéu team, thé nén vai tro cta
team la cuc ky quan trong. Agile c6 s6ng dugc hay khong, c6 ton tai duge khong thi con dua trén
sttc manh ctia cai team dy bdi vi chinh team sé chuyén giao gia tri, két qua va tac déong ngugc lai
dén hoat dong kinh doanh. Quay lai v6i nhitng thir rat co ban la Scrum team va doi nga. Diém nira
la khi scale agile thi sé c6 nhiing lic ta tam goi la buéc hut chan khi di sai huéng hoac gap nhitng
van dé khong xir Iy duge. Khi gap van dé khong thé vugt qua dugc thi ching ta quay ngugc trd lai
v6i cdp d6 nhom dé tir ddy thuc hién diéu chinh lai. Do do, ta phai xay dung cap do nhom cuc ky
manh, nén tai MSB vai tro cia Scrum Master v0 cung quan trong.

What does 'agile’ or new ways of working really mean?

Forget about tribes, squads, standups and post-it notes. At it's core, working with more agility simply means ensuring that everyone
is focuzed on doing the right things for the argonization and it's custorners, then doing those things efficiently and effectively

Focus on WHAT matters most

DDiT‘Ig the + Know your customer' - talk to them regularly to understand what matters to them
isht thi « Always understand value: Customer’ desirability, economic viability, technical feasibility
ng ngs « Be clear on the desired outcome (and be open on how to achieve it)

('What')

Resource against the highest value option (and stop/ delay lower value options)
+ Given changing context, regularly re-align on priorities {s.g. quarterly)

5 Deliver effectively and efficiently {(minimize the 'waste’)
1 D‘_)mg Fhose Bring the right people/capabilities tagether on the teamis)

things in the « Deliver early & often, in small pieces - this delivers real value & the fesdback is crucial
Seek feedback often - from customers and other stakeholders

Maximize 'doing’ time: reimagine 'minimum sufficient’ meetings and documentation

| right way

(How) « Raise obstacles early so they can be solved early
+ Treat mistakes as learning opportunities and share the lessons

biém tht ba, & MSB c6 mét cau chuyén nhu thé nay, ching téi khuyén khich moi ngudi quén hét
cac hoat dong, vi ddy chi la quy trinh dé thuc hién. Nhung ma gia tri cdt 16i xoay quanh hai van dé
1a do the right things va do the things right. Cu6i cung nhitng hoat dong nhu 1a 1én backlog, plan-
ning tat ca moi thir chi 1a giap dé giup ching ta do the right things va do the things right. Khi ta
lam theo quy trinh, 1am theo ting budc thi khdng duge quén viéc nay. Cho nén & MSB t6i ludn nhic
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moi ngudi la ta cé lam nhiing thir ding hay khong. Va khi t6i dét 2 cau hoéi nay thi moi ngudsi méi
bt dau quay ngugc tré lai vay thilam gi dé lam céi viéc ding. Luc didy moi ngudi méi quan tdm dén
backlog, quan tam dén dd uu tién, hay la do the thing right moi ngudi sé c6 nhiing cai cai tién.

Scaling agile across the organization requires addressing the full
operation model

Aligned 0@ Purpose, Strategy and Priorities
Focus #eam Ambiguity oo Alignment
Empowered i Culture, Behavior and Leadership e-_'\-i;‘ Talent, Skills and People Practices
i’eople e from Being told o Being bold ==tk from Human Resources to Nurtured People
. Governance and Funding e Processes 0, . Structure
: from Ferecasting Budgets BB o0 Sequential .'!_‘ fram Wertical Silos
3 to Harnessing capacity - 0 Iterative - to Horizantal co-operation
Dynamic
Context ©  Measurement ©  Technological Enablers
(@l from Outputs CEE irom Manual Complexity
<1 w Outcomes i tz Decoupled Automation
Sustained @ Communications and Change
Change Transformation Management

MuMSE

Mot diém nira, khi chting ta lam scale agile ban than ching ta la mét team rat nho trong ca mot

hé thong rat 16n cho nén khi ta scale mot phuong thirc lam viéc méi thi ta phai quan tam la cai hé
thong dang vin hanh ra sao, va thuc t€ la ta khong thé nao x6a bd toan bd nhiing viéc 4y cho nén
dau tién khi ta néi vé cau chuyén scale 1a phai hiéu dugc hién trang cta ca té chirc ra sao, ho dang
van hanh nhu thé nao. Téi hay diing tir dau tién 1a phai ton trong, tic la ta ton trong hién trang ctia
n6 dang nhu thé, sau d6 ta méi ndi cau chuyén la khi toi dua agile vao thi né sé thay déi cai gi, n6
lam cho cai gi tot hon, cdu phan nao ctia n6 cé thé bi tac dong. Chi khi ta nhin vao bt tranh téng
thi méi biét dugc la véi giai doan nay thi ta sé phai ddi mat véi viée gi, ta 14p ké hoach cho viéc day.
Mac du chuyén ddi agile nghe nhu ta ¢6 thé ap tur trén xudng nhung ma thuc t€ van phai can hiéu
t6é chtic dang van hanh nhu thé nao gidng nhu yéu té ban dau toi co6 néu tirc 1a phai hiéu van hoa,
hiéu vé gia tri tir d6 méi chuyén déi dan.

Choice between approaches does not have to be made from
the start

Model 1: Top Down scaling
requires addressing the whole
operating model

Coemmen phase, design and
& implementation of several “Tipping paint"
waves of pilots

Model 2: Step wise scaling
becomes harder as you fight
“The System™

Adoptio
n

4 Second wave

nittal pilot  ©F pilets
teams

w

0p [ 1 1 2 3

2 a 4 i}
- Months since introduction (Highly contextual to the size of the
org)

S MSB

Diém ti€p theo, moi ngudi ltc dau sé rat 1a thich 1ap k€ hoach tic 1a toi nghi toi sé scale agile theo
mo hinh nao ddy. Hoi dau toi cling rat ham mudn noi vé Safe, Agile scale nhung thuc té€ ngay tir dau
tdi chi co cai dich thoi. Nhung ciu chuyén 6 MSB 1a rat kho, chung toi ¢t di, ltc nao can quyét dinh
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thi chling t6i méi quyét dinh. Vi du nhu & thoi diém phai quyét dinh scale agile theo hudng nao,

vi du 6 day la chting t6i ¢6 2 cach, mét cach la tir trén xudng xuong tic la lanh dao bén trén noi la
chuyén ddi toan bd di, va mot cach khac la di mét cach thong minh tir ti. Rat kho dé tra 16i cau hoi
nay ngay tir dau. O MSB t6i rat ra 14 ta ¢t nén di tiing buéc nhd mot sau dé dén ltc nao can quyét
dinh hay dén thai diém tipping point thi ta sé quyét dinh, quyét dinh day phai dugc dua trén nhiing
thuce kién 1a nhitng dir liéu thyc té€ hay la miric do trién khai ctia doi ng.

At scale, the core principles of With a few additional
ag]le are extended considerations...
7 Be transparen 8l &l layers of he crganizasion
H wath imformaticn. Iake Wis informaticn
Outcomes & parert through visusl manage
-
Predictability Sz %
Wilize escataton inops = all layers io.get
- 3 reEsolied W days not
et . ek, Utiizing servant leadership instead of
- penp:::hri:n Rapid escalation  ormand and control betaor
40
-:%:- Continue to leam, experment with and promate
i wys of working, Gontinuoers learming is an
Continuous enahler to continuous improvement and the
learning cartinued orowth of pacpies capabilites.

L A e o ; BER Use techncingy b automate and reduce sk

. Refadior polices and conlrols to remiove waste
Autonomy & on their Automate & 20d to enable an envitonment of incramentaly

= 4 § el Simplif; tuilcing and senvicing products, maxmize the
alignment i wirk not needing fo be dene

— b 2 Optmze tlow efficienty not people Wlilization; step starting
1] rew work, slat firshing, ltimately (o reduce baich sizes
Adaptabi Flow efficiency down o enable continlous delivery of value and
R 2ing I 1 confinuous improvement. An enabler to flow eficiency s
ty .
1N uncertamcy moving wark o feams not leams o work
M MSB -

Day 1a mdt diém cudi, tirc 1a khi ta scale agile sé co nhiing thi ta can thay déi.

Trén day la toan bo nhitng néi dung ma t6i muodn chia sé.
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Accelerate Agile
Development with Low-code

Tam dich: Tdang toc phat trién Agile véi
Low-code SN/ Vil Huy Binh

Dién gia

Bai chia sé nay dé cip dén nén cach nén tang low-code phu hgp véi cac nguyén
tic clia Agile nhu thé€ nao va kha nang ctia né c6 thé giup ban tang tdc cac hoat
dong Agile cia minh nhu thé nao.

Bai chia sé tap trung vao 3 noi dung chinh:

» Tai sao lai Low-code
» Cac nguyén tic co ban ctia Agile
» Low-code phu hgp véi cac nguyén tic Agile nhu thé nao?

Tai sao lai Low-code

Céu chuyén kha giong véi trai nghiém & IBM nam 2012 khi néi vé viéc xay dung cloud. Cau chuyén
tai sao lai Low-code kha tuong dong, khi xay dung va dao tao vé Low-code tir 2, 3 nam nay nhung
van § giai doan so khai, chua hai qua duge. Nhung theo du bao ctia Gartner thi 2025 thé giGi sé co
65% doanh nghiép xac dinh cac tng dung méi trén Low-code. Theo kinh nghiém, Viét Nam thudng
di chdm hon khoang 2, 3 nam, nén béy gid ta can ti€p can thi truéng vao gido duc ngusi dung.
Nhung nhu cau va kha nang dap ng luén c6 khoang cach.

8-month backlog!

+ I'm not able to respond fast

+ We need to take new ideas
and products to market

quickly enough to new business
requirements
- We need to streamline and BUSINESS
automate our operations DEMAND - My existing systems are not

flexible enough

« We need to digitize our

customer experience - | need to stay in control
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Mo hinh phat trién phan mém truyén théng co rdt nhiéu vai tro. Tit nhu cau ctia ngudsi dung, dén
BA phan tich nghiép vy, réi Tech chuyén sang ngon ngit ky thuat, PM dé quan ly team, cac ban phat
trién phan mém, Ul/UX, Tester... Thong thudng ton mat 18 thang theo 16i truyén thong. Co cach
nao dé rat ngan qua trinh san xudt? Céu tra 16i chinh 1a Low-Code. Chiing ta c6 thé gom cac nhoém
lai, gom cac ban Dev lai. P6i v6i cac nén tang khac ciing vy, di tir nhu cau kinh doanh dén story.
Luc ddy sé xuat hién vai tro méi, d6 1a Business engineer

Cac nguyén tic co ban ctia Agile

Hai théap ky trudc, ban c6 thé nghe thay cau “Chiing t6i dang ap dung Agile” duge cac nhom nho
ciia cac bd phan R&D hoic CNTT chia sé. Y tudng ban dau ding sau phuong phap phat trién phan
mém phé bién hién nay la dé cac nhém phat trién ing dung va phat trién kha nang tao ra nhiéu san
phdm hon, phat trién nhanh hon va dap ing tot hon nhu cau ctia khach hang. Néi cach khac: Agile
gitip ban mang lai két qua.

Viéc “ap dung Agile” da lan rong va dang phat trién. N6 da phat trién vugt ra ngoai ranh giéi phong
CNTT va dugc dua vao cac phong ban khac nhau. Ban c6 thé sé thay doi ngii ban hang ctia ban
dang ap dung (va diéu chinh) Agile. Ban da nghe 16m dugc cac dong nghiép ctia minh trong b phin
Ti€p thi ndi, “Chang toi dang ap dung Agile”

Qua trinh phat trién ctia Agile khong chi la cau hoéi ¢ dau va ai dang thuc hién n6, ma con la cach
n6 dugce thuc hién. Phuong phap nay da phat trién lién quan nhiéu dén khia canh hoat dong ctia
phat trién ing dung. Diéu nay dugc biét dén nhiéu hon véi tén goi DevOps. C6 nhitng phién ban
khac nhau ctia Agile: Scrum, Kanban, SAFe, Extreme Programming déu la cac khung Agile khac
nhau.

Bay gis, Agile 1a tiéu chudn, nhung nhu viy chua dt. Trén thuc té, trong bao cdo cta Forrester
“Doanh nghiép Agile nhan manh vao thuc hanh hon la quy trinh”, cac tac gia tuyén bo rang “Cac
thuc hanh Agile hién dang la xu huéng chii dao, nhung dé thiic day su khac biét hoa kinh doanh
thuc sy, cac cong ty phai mé rong cac phuong phap Agile vao qua trinh ra quyét dinh dau tu chién
luge”

C6 nhiéu phuong phap hon la chi néi “Chtng t6i dang ap dung Agile” Mang lai két qua khong chi la
mot qua trinh. D6 1a sy két hgp ctia nhiing ngudi st dung quy trinh, nén tang ho dang sir dung va
két qud ma ho dang mang lai.

Véi Mendix, ban, nhém ciia ban va phong ban ciia ban lam dugc nhiéu viéc hon 1a viéc chi “Ap dung
Agile”. Ban khuéch dai cac quy trinh Agile va hu6ng t6i nhitng cach tot hon dé phat trién phan mém
va -- quan trong nhat 1a -- mang lai két qua.

“Chung t6i lam Agile” dang tré thanh mot cau noi sao rong va quan diém do6 dang lam giam gia tri
chinh ctia phuong phap luan nhu da néu trong “Tuyén ngdn Agile”:

Chi 18% trong sd nhiing ngudi “lam Agile” cam thay nhu ho dang lam viéc d6 & cap dé cao. 74% van
dang truéng thanh hodc dang thir nghiém.

Nhiing ngudi ap dung Agile dé c6 thé ndi “Chung t6i dang lam Agile” c6 nguy co, nhu Forrester noi,
thay thé gido diéu nay bing giao diéu khac, theo d6 mét khi ho da tuan tht nghiém ngat cac quy
tic ctia Waterfall, ho sé tudn thii nghiém ngit cac quy trinh Agile. Day khong phai la tinh than ctia
Agile.

fogile 2

Vietnam Conference 2023



Thong thuong, ndi vé Agile ngudi ta ndi vé quy trinh. Nhung trong Low-code, noi vé
Agile v6i 4 cht P

» People - Con ngudi: Nhitng ngudi tham gia vao viéc xay dung va cung cap gia tri.

» Portfolio - Danh muc dau tu: Noi dung cong viéc do nhom ctia ban san xuat va
phan phoi.

» Process - Quy trinh: Cach ti€p can dé phat trién va lap lai cac san pham.

» Platform - Nén tang: Cong cu ma ban sir dung dé phat trién va phan phéi san
pham ctia minh

Cac triét Iy Mendix va Agile c6 su phu hgp nhat dinh. Hay loai bd nhitng nhan mac, nghi 1€ va vai
tro. Vi Mendix va Agile, két qua khong phai 1a noi, “O dang rdi, chiing toi lam Agile”. Két qué phai
nhin thay hoic do dém dugc.

Xay dung phan mém ciing nhau

Nén tang Mendix dugc thiét k€ dac biét dé hoat dong trong Agile bang cach hé trg ban trong toan
bd vong ddi ctia ting dung. Gidng nhu cac tac gia ctia Tuyén ngdn Agile, chiing toi cling tin rang c
mot cach tot hon dé phat trién phan mém, do 1a thu hep khoang cach gitta doanh nghiép va CNTT,
déng thai trao quyén cho nhiing ngudi hiéu ré nhat vé ngusi dung bang cac céng cu giap giai
quyét van de.

Cdéng thong tin danh cho nha phat trién, mot thanh phan quan trong ctia nén tdng Mendix cung véi
Mendix Studio va Mendix Studio Pro, noi cac nha phat trién c6 thé cong tac, trién khai va quén Iy
Ung dung ctia ho.

» Capture - Nam bét: Tap hop va uu tién cac user story sé gitip ban xac dinh dtng
van dé can giai quyét vao dung thoi diém.

» Develop - Phat trién: Pua nhiing user story da cam két d6 vao hoat dong va bit
dau xay dung.

» Deploy - Trién khai: Phat hanh (ing dung ctia ban cho ngudi dung.

» Iterate - Lap lai: Phan hoi tng hgp ctia ngudsi dung va 1ap lai d€ nang cao trai
nghiém cta ho, sau dé dugc ghi lai toan bo.

Giai doan ndm bét cuc ky quan trong d6i vi khia canh mang lai gia tri, boi vi d6 1a noi cac thanh
vién trong nhom cong tac véi nhau dé xac dinh diéu gi 1a quan trong nhat doi voi ngudsi dung.

P Gia tri cia su hgp tac gitta doanh nghiép va CNTT

» Cac nhém nho, da chiic nang.

Béng cach do, ban dat dugc su tip trung cao hon va nang suat cao hon

Mendix va Agile phdi hgp rat tét véi nhau vi ca nén tang va phuong phap luin déu coi trong su

hop tac va cung cdp phan mém chirc nang mdt cach nhanh chéng va thusng xuyén. Trong phan
“Stories” trong Cong thong tin danh cho nha phat trién, ban c6 thé tao story méi, chinh stra story
hién tai va thém diém story, nhan va mo ta. Ban c6 thé dinh kém truc tiép cac story ciia ngudi dung
nay vao cac tinh nang tuong tng ctia tng dung

Day 1a mét hinh anh trén mot céng cu dé tao nhing story, sprint méi dé c6 thém tuong tac, gan
diém
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Lap k&€ hoach cho mdt ing dung bam sat chién lugc kinh doanh 1a cach ban dat dugc gia tri kinh
doanh thuc su.

Overview Board Archive

ch tent |press Entar te seasch] New Sprint New Soory Peow Laie! Maore ~
Get started
Actve sprint story | S points | Bueis Feb
As a user admin, Lwant to add usars

micrliems

» Backlog

Clona | Move | Assign Label | Delate 1 sefected Cancel

Get started
Active sprint stary 5 paints Due 09 Feb

As a user admin, | want to add users
= 3t

Tkl

H

As a user admin, | want to add users ¢~
1172380 In Backing of Feedback

microflows ¥

Description - dcia

As a user admin, [ want to easily add users In order 1o grant them access to our

platform, Unassigned

Edit Description 5 points e

Tasks [1/3] S
— Move Story

Comments _
] Duplicate

i .
Hitary 2 Change to ‘Bug'

W Delete

Trong phan “Planning” trong C6ng thong tin danh cho nha phat trién, ban c6 thé st dung bang
Scrum noi ban hoac cac thanh vién trong nhom c6 thé dit trang thai story dé€ phan anh tién do
hién tai. Ban cling c6 thé theo ddi cdng viéc ctia minh bing biéu dé phat sinh, biéu do tién do thuc
hién cac yéu cau kinh doanh.

Nén tang Mendix la nén tang “thé hién cac ca nhan va tuong tac qua cac quy trinh va cong cu.

M6 hinh truc quan mang dén cho ban kha nang lam dugc nhiéu viéc hon va xay dung cac tang dung
tot hon, nhanh hon.
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You're Using Mendix Stories
Mendix Stories is currently set as the default stories & planning tool for this app.

For more information, please visit our Storles documentation page.
Active

Other Planning Tools

Select which planning tools you prefer 1o use for managing your stories and projects.

Switch to Epics by Mendix

focus on bullding cool stuff that can help solve compiex issues

0 take your team collaboration to the next ievel? Switch o Epics by Mendix

[
1]

sprints and r nple and &

map planr {live—save ime {0

Switch to Eplcs H

Van dé ¢ day 1a vao thoi diém ban bit dau cong viéc giao dién ngudi diing, cac tinh nang phu trg
ma ban da dong y truéce d6 hién hién thi va cé thé khong con la thi ma ngudsi dung doanh nghiép
thuc su muén hoidc can nira.

Mo hinh tryc quan mang dén cho ban kha nang lam dugc nhiéu viéc hon va xay dung cac ing dung
tot hon mot cach nhanh hon.

Tdt cd cac buzz la gi?

Nhan cac ban cdp nhat theo thdi gian thuc v6i Buzz, mot kha nang cho phép ban chia sé va xem
cac ban cap nhat cho ing dung cling nhu xem hoat dong ctia cac thanh vién trong nhém ctia ban
xung quanh cac du an ca trong Cong thong tin danh cho nha phat trién va trong Mendix Studio va
Studio Pro.

Ban cung cap cac ing dung cang nhanh, ban cang phan (ing nhanh hon véi nhitng thay déi ctia thi
truong hoac lam cho cong viéc ctia ai d6 hiéu qua hon hoac lam hai long ngusi dung cudi va bién
ho thanh khach hang tron doi. P6 1a 1y do tai sao ban dang “lam Agile”

Mot khia canh ctia Agile ma chung t6i thdy ngan can moi ngudi nhanh chong tao ra gia tri kinh
doanh la tai liéu. Co gia tri trong viéc ghi lai cong viéc ctia ban. Hiéu cac yéu cau, su lién két ctia
cac bén lién quan va su ro rang vé chirc nang ctia san pham déu rat quan trong dé dam béo rang
ban dang tao ra nhitng cach lap lai d€ thuc hién t6t moi viéc

Company Buzz

Recent Apps
B Fecdback
Update Status
B a=sionvses
W oo
B roen
&
Crwatan app ‘depdas
el
Buzz Team (1) Shew all
Updiate Statis
Latest Stories Shiow all
Share add: B Update modide
ed miory Update modue App Feedback SRl

£ Imgrave LK
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V6i Mendix SDK (Bd cong cu phat trién phan mém), ban c6 thé tao tai liéu tir cac mau ting dung
ctia minh dé ban c6 tai liéu cip nhat nhit. Quan trong nhat, véi tinh nang nay, ban khong phai lam
tai liéu tht cong; n6 dugce cap nhat tu dong dé ban co6 thé tap trung vao viéc tao phan mém hoat
dong.

Néu ban khong c6 quyén tu do va linh hoat dé€ quay lai va lap lai nhitng gi ban da phan phdi, thi ban
sé khong thuc su nhan duge day di gia tri tir quy trinh. Sir dung cac kha nang cdng tac toan dién va
ban chit truc quan ctia Nén tdng Mendix cho phép ban tu do trién khai moi ltc, moi noi chi bang
mot ¢t nhap chudt.

Cudi cung, nhiing gi ban nhan dugc véi Nén tang Mendix la kha nang thay déi suy nghi ctia ban.
Diéu duy nhat 1a, nhu cau ctia ngusi dung thay déi. Sau do, chién luge thay ddi. Vi vy, k€ hoach
thay ddi. Cong thong tin danh cho nha phat trién dinh kém truc tiép cac cam két vao cac md hinh
ing dung c6 tham chi€u dén cac user story. biéu nay cho phép cac nhoém thuyc hién kiém tra user
story va quay lai kiém tra cac cam két dé hiéu ly do déng sau bat ky thay déi nao. Ban cang c6 thé
dé dang theo doi tién trinh va xoay quanh cac yéu cau kinh doanh dang thay déi, thi ban cang cung
cdp phan mém hoat dong nhanh hon.

Tién ich phan hoi Mendix cung cap cho ngudi dung kha nang cung cap phan hoi truc ti€p trong du
an dé cac nha phat trién hoac ky su kinh doanh c6 thé phan hdi trong théi gian thuc

Mot cach khac dé thu thap phan hoéi giup ban xoay vong chinh xac hon 1a s liéu.

Khi ban két hgp mdt cong cu dugce st dung trén toan bd t6 chitc—khdéng chi CNTT, khong chi
doanh nghiép—cac thay déi trong chién lugc sé dé dang dugc truyén dat hon. Moi ngusi & ca hai
phia ctia doanh nghiép déu c6 thé diéu chinh user story va theo doi cac thay d6i ddi véi nhiing user
story dé trong Mendix. V6i Mendix, ban c6 thé thdy nhiing thanh céng (hoéc thit bai) trong ké
hoach ciia minh. Ban c6 thé xem c6 bao nhiéu thay d6i da dugc thuc hién déi véi user story dé dap
ing hoac diéu chinh theo ké hoach.

“Quan sat, Pinh huéng, Quyét dinh va Hanh dong” nhic ban thu thip thong tin xung quanh, xac
dinh phuong huéng va nhanh chéng quyét dinh hanh dong ti€p theo la gi.

biéu do giup giam thai gian danh cho viéc diéu chinh chién luge va cé nhiéu thai gian hon dé dong
hanh va thay ddi cing nhau. Khi ¢6 ging mdé rong quy mo Agile, viéc lién két moi ngudi trong t6
chrc la rat quan trong

Trong Céng thong tin danh cho nha phat trién, ban c6 sin mdt s6 cong cu phan tich dé danh gia
hiéu suat ctia cac ing dung, trang thai clia chang va trang thai ctia nén tang. Tat ca 6 mot dia diém.

Kham pha cach phat trién tét hon

Ap dung ding cac phuong phap Agile va ban tang nang sudt, gidm chi phi thong qua tang téc phan
phdi san pham va dat dugc sy thong nhat tét hon vé cac chién luge kinh doanh trong toan té chic.
Noi cach khac, ban dang kham pha ra diéu ma cac tac gia ctia Tuyén ngdn Agile va nhitng ngudi
sang 1ap Mendix luén mong mudén cho cac doanh nghiép: mot cach phat trién tot hon.

Béng cach két hop Agile v6i Nén tang Mendix, ban sé c6 dugc mot quy trinh va nén tang ho trg
toan b vong dai clia ting dung, tur 1ap k€ hoach dén van hanh. Vi Agile va Mendix, ban dang tang
cuong mot quy trinh 1ap di 1ap lai dé phat trién cac ing dung dap Gng nhu cau khong ngliing phat
trién ctia ngudi dung, phu hgp v6i nhu cau ctia té chiic ctia ban va dan dén két qua ma Agile du
dinh giap ban mang lai.
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TYME’S SCALING STORY:
TEAM TOPOLOGIES

Tam dich: Cau chuyén mé rong ddi ngi Diéngia )
ciia Tyme: Cdu triic lién két doi nhom PhuGe Nguyen & QUESSEE.

Cht dé ngay hom nay sé ké vé cau chuyén ctia Tyme trong qua trinh mé rong doi ngt. Chiung toi
da thay d6i mé hinh cau trac déi nhém thé nao trong qua trinh mé rong.

Tyme Group la mot cong ty da qudc gia trong viéc xay dung cac ngan hang & nhiing thi trudng maéi
ndi. Tru s& chinh cia chang t6i dat tai Singapore va c6 Tech Hub tai Viét Nam. Ching toi c6 ngan
hang dau tién tai Nam Phi va ngan hang thir hai tai Philippines.

Our markets hold enormous potential

tyme
Vietnam
Tech and product
development hub
+ ~200
S e million
" ;5 J Overall TAM
rd F‘ mgomffan
tyme . i
Singapore
Headquariers "'50
million
'wmeBank_ | Philippines TAM
South Africa | (110 mitlion
First flagship digital bank GOtyme population)
2 | Philippines
B52% underbanked [ Second digital bank |
94% smartphone adoption 78% underbankad 1 "‘40
"za median age (years) | 65% smartphone adoption mi“ ion
~26 medin age (years) Tgfm};ﬁ
Ppopulstion)

tyme

Sau day la mdt s6 con s6 tinh dén hién tai. Tai Nam Phi ching t6i ¢6 khoang 7 triéu khach hang. Tai
Philippine, chting t6i méi thanh 14p vao thang 10,/2022 va hién tai c6 hon 575 nghin khach hang.
Chung t6i xay dung app cho ca nén tang Android va 10S.

A Rapid Growth

o i ()
— RO
>7m with >70% acniving 53%,

bank customers in
South Africain

3.5 years since the launch

. 30-day activity rate highest NP5 score vs.
l Industry average of 36%'

A N Jol2

& ¢ « tyme
>575k >60%
Customers since e "650
October 2022 launch, 30-day activity rate employess across:
3-4x faster than South Africa mm
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Nhin lai moét chat vé qué khi khi chting t6i bat dau xay dung ngan hang dau tién vao 2016 tai Nam
Phi. Chung t6i mat téng cong 36 thang dé hoan thanh. Tuy nhién trong suét giai doan khoi dau,
chung t6i da gap nhiing van dé rat té.

Mot trong nhiing van dé dé thudc vé cach ching tdi ciu triic nhom va giai doan d6 da dé lai cho
chang t6i nhiing bai hoc cuc ky gia tri. Ching t6i da st dung nhitng bai hoc d6 trong qua trinh xay
dung ngan hang thir hai khi chi mat 15 thang dé chiang t6i xay dung xong version 2.0 cho nén tang
g dung ctia ngan hang. Du ching t6i chua xac dinh dugce vi tri cu thé cia ngan hang tha 3, nhung
trong version 3.0 nay chting toi hy vong rang c6 thé xay dung xong ting dung trong thoi gian khong
qua 10 thang.

Va trong phan chia sé ngay hom nay, chiing t6i sé chia sé lai v6i cac ban vé céc thach thirc va giai
phéap ma chting t6i da vugt qua thach thic do.

Be the fastest 1st Bank 2nd Bank 3rd Bank
bank builders Sell Sell sl
¥ 1§ %
4 = ’
Service Service Service
b, \ ; ‘
Operation Operation | Operation
a ‘ —_— -
Compliant Compliant Compliant

36 months

Vi vay chting tdi noi vé thach thirc dau tién. Thir thach dau tién ching toi doi mat do la viéc mot
nhom phai xay dung cac tinh nang cho nhiéu linh vuc (domain) khac nhau.

Trong qua trinh xay dung hé thdng 16i cho ngan hang, mot trong nhiing van dé dién hinh dat ganh
nidng 1én nhoém do 1a viéc nhom bi yéu cau lam trén qua nhiéu linh vyc. Vi du ban ¢6 mot nhom A
phu trach hé thong xac thuc ngudi dung trong trudng hgp khach hang mudn thay déi thong tin hay
mat khdu. Nhoém nay cting ddm nhan ludn hé thdng thong bao bao gom viéc gui tin nhan sms hay
bén thong bao cho ngudi dung. Ho cling thuc hién ludn cac chiic nang vé giao dich dé gitip ngusi
dung chuyén tién trong ndi bd hoic lién ngan hang.
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Domain Service

Login
Authentication
Engine Change passcode

IMPACTS

- Knowledge silos - where certain

O = team members become the sole

/0 =B SMS sending experts in specific domains.
[72] .

O Ls: - Dependencies - where team
Fo % Notification push members rely on these experts

Feature | 2 to handle incidents.

feam A

Transactions within
the banlk
[ Transactions to ]
other banks
tyme' Part of TymeGroun -

Vi vdy theo 1€ thuong Nhom A sé lam viéc v6i hé thong xac thuc, két thac n6 va chuyén qua hé
thong thong bao va cudi cung la hé thong giao dich. Sé khong cé gi dang no6i néu hé thong chay
muot ma, tuy nhién diéu do la khong thé trong thé giéi phan mém. Dt tinh hudng c6 16i xay ra voi
hé théng xac thuc khi nhom dang xit Iy hé théng thong bao. Theo 1& thuéng, nhém sé diéu chuyén
mot thanh vién qua x@ ly. Tuy nhién van dé nay lap lai Sprint nay qua Sprint khac va v6 tinh viéc
nay khién thanh vién do gan chat v6i hé théng xac thuc. Va rd rang theo thoi gian, thanh vién nay
tré thanh ngudi gioi nhat véi hé thong do. biéu tuong tu sé xay ra voi cac thanh vién khac. Hay
nghi vé mic d6 tac ddng cta viéc nay ddi véi nhom. Thong thudng kién thic hay hiéu biét vé hé
thong, vé nghiép vu can dugc chia sé gitrta cac thanh vién trong nhom. Nhung v6i cach lam nay,

sé xay ra tinh trang “silo” vé kién thirc khi ma méi thanh vién tré thanh chuyén gia trong chuyén
nganh hep ctia minh.

Vén dé tha hai dé 1a béi vi nhom bi phu thudc vao cac chuyén gia ngudi co6 kha nang giai quyét cac
su ¢6 hay cac yéu cau nang cap, tinh hiéu qua ctia viéc xir Iy van dé sé phu thudc vao do sdn sang
cta chuyén gia do.

Bay gi¢ t6i chuyén qua thach thirc ké ti€p khi ma viéc chuyén déi bdi canh céng viéc anh huéng
truc ti€p dén dong luc va tinh tu chii cia nhom.

Cau chuyén thuc té€ tuong tu nhu toi da ké, do la viéc cac thanh vién bi tach khoi nhom lam viéc
ctia minh dé uu tién x Iy cac yéu cau kinh doanh.

Mot vi du 1a néu nhu toan bd nhém dang thuc hién cac chiic nang cta hé thong thong bao nhung
nhan dugc yéu cau xt Iy su ¢d hodc nang cdp tur hé thdng xac thuc, mot thanh vién trong nhém can
dugc tach ra dé xit ly. Viéc dién ra thudng xuyén sé dan dén giam do tip trung va anh hudng truc
ti€p dén hiéu suat ctia cac nha phat trién. Viéc duy tri d0 tip trung la v cung quan trong khi hay
tudng tugng tinh hudéng rang ban can xir Iy van dé A, nhung bi 16i di x{ ly van dé B, va sau do quay
lai v6i van dé A thi thai gian dé ban thay déi boi canh x Iy cong viéc sé mat tuong doi nhiéu.

M6t tac dong ma viéc nay ciing c6 thé gay ra do la khién cho thanh vién nay khéng tham gia dugc
vao qua trinh t6i uu hé thong ma nhém dang xr ly. Tac dong tiéu cuc cudi cung do la viéc suy gidm
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hiéu suit c6 thé khién suy giam dong luc ciing nhu gia tang ty 1€ nghi viéc trong nhoém va dé chinh
la van dé chung to6i phai d6i mat trong thdi gian chiing toi xay dung ngan hang dau tién.

Damain Service
Lo

T R

Authentication

EHQF"E Chenge passcode

o __ | IMPACTS:
3 = Disrupt the concentration,
0 EMS sending impacting productivity.
i X ' = T = Prevent team members from
o Mzt tization push ] having time to deep dive and
R optimize.

Feature team A . *» Lead to job demotivation and

Transachons wihm
tha bark

higher resignation.

.

Trangachans o
k ather hanks F

B6i vi chiing toi 1a trung tdm céng nghé, vi vdy ching toi cling can dé cap mot chit vi sao cu tric
nhom lai &nh huéng dén kién trtc hé thong.

o The service Domain
G
. | Origination

£y

Feature team A

[
Feature team B
; - 0
Architecture %9\_; e o
: H ?yn?e;l are
Fragmented .- Qe
tyme™ rxic imeoos y |

Boi canh 1a khi Nhom C dugc yéu cau xay dung mot chiic nang ting tién cho ngudi giGi thiéu. Néu
nhu ban gigi thiéu ban be tré thanh khach hang ctia ngan hang chiing t6i, ban sé nhan dugc mot
khoan tién hoa hong gidi thiéu.

V6i yéu cau nhu vy Nhém C can phai dung vao rat nhiéu hé théng dich vu: vi du nhu dich vu dinh
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danh KYC thudc hé thong Khéi tao (Origination) va dich vu payment-hub service thudc hé théng
Giao dich (Transaction Engine). Trong khi can tuong tac v6i cac hé thong do, sé nay sinh ra nhu
cau thay déi logic ctia cac hé thong lién quan va vo tinh sé tao ra nhiing dich vu va cac class du
thira ma nhom khéng c6 quyén sé hiu.

Va béi vi hanh vi nay, ching tdi cho rang sé anh huéng dén tinh s6 hitu. Béi vi ban dang phat trién
mot dich vy, nhung can thiép vao mot dich vu khac ma ban khéng s& hitu. Néu nhu dich vu nay
dugc trién khai trén hé thong that va co 16i xay ra, nhom sé mat rit nhiéu thdi gian dé danh gia va
tim ra nguyén nhan goc ré.

Va rd rang, bai vi hé thdng khong dam bao tinh lién két va tinh md, sé rat kho khan dé mé rong va
van hanh trong tuong lai. Tac déng cudi cing d6 la n6 anh huéng dén thoi gian phan hoi va thoi
gian dua ra giai phap. Bo6 chinh la ba thach thic 16n ma chiang t6i d6i mat khi trién khai cho ngan
hang dau tién.

Cudi cung chang t6i da tim ra giai phap nhung ban biét r6i d6 trong doanh nghiép sé khéng co
trang thai cudi ma la qua trinh cai tién lién tuc va do ciing chinh la Iy do ching t6i lua chon cai tién
dé dat tén cho phan nay.

Trong giai phap cai ti€én nay chiing téi giéi thiéu dén cau trac nhém ctia Tymes: d6 la stream
aligned team va enabling team.

binh nghia vé stream-align team, d6 thuc su la mdt nhom lién chiic nang ton tai lau dai cang nhau.
Mot nhom lién chitc nang la nhém ma cac thanh vién c6 dt k§ nang dé€ chuyén giao mét tinh nang
xuyén sudt tir dau dén cudi bao gom tir khdu y tuéng dén khau san phdm. Cac thanh vién trong
nhom cuing nhau nghién ctu, va chuyén giao giai phap trong thai gian dai. Va ching t6i sit dung
Scrum nhu moét 1é duong nhién. Nhung ban hay tuéng tugng 14 nhém chay cung nhau va néu nhu
ching toi lam sai, d6 thuc su la mot chién truong trong ca cong viéc 1an kién trtac hé thong.

Vi vay ching tbi quy dinh méi Stream Aligned Team sé chi thudc vé mot chudi gia tri (Value
Stream) duy nhat. Chung t6i chic rang bat ky ai trong cac ban & day déu c6 hiéu biét nhat dinh vé
chubi gia tri.

Vi dy, hay nghi trong nghiép vu ngan hang, ching toi c6 chudi gia tri trong giai doan hoi nhap, mé
tai khoén, thanh toan hoic cho vay. Vi viy, méi nhom sé chi lam viéc trong duy nhat mot chudi gia
tri ma khong 1am chéo nhau. D€ thuyc hién viéc ndy, chiing tdi can sy hé trg tu kinh doanh dé thuc
hién sip x€p va chuyén ddi chinh ho c6 thé lam viéc theo mo hinh chudi gia tri.

Viéc ti€p theo do la ching t6i dinh rd quyén han trach nhiém, va tranh viéc chia sé cac phan hé ky
thuat. Diéu d6 khdng c6 nghia la chiing tbi khdng c6 cac phan hé dugce chia sé trong hé thong ctia
chuing t6i, ma chi c6 nghia ring ching téi ¢d gang hét sttc dé lam diéu do. Sau do chung t6i khuyén
khich moi nguoi cung xay dung, cting chay bi chling t6i la mot cong ty lam san pham. Vi vay khi
mot nhom xay dung duge chitc nang gi do, ho trién khai trén hé thong thit, ho sé c6 trach nhiém
theo doi, toi uu va lam cho né ngay cang tot hon doi véi khach hang.

Va dau la cach ho cong tac. Hay nghi vé bon diéu sau.

Gio day khi mé6i thanh vién trong nhom lam viéc chi trong chinh dong gia tri cia nhém minh, tuy
nhién déi khi moi ngudi gap nhiing van dé phu thudc vao cac nhém khac. bé giai quyét diéu nay
chang t6i xay dung mot bang mo ta su phu thudc goi la Sprint Dependency Mapping truéc moi
Sprint. Tai thoi diém d6, moi ngusi dén va dua ra nhiing yéu cau cho nhém khac.
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Néu nhu ban can nhém nao dé gitip ban 1am dugc tinh nang ABC, ho sé nhan trach nhiém va gitr
nguodn luc trong sprint d6 dé thuc hién chiic nang ban yéu cau. D€ thuc hién diéu nay, chung toi
can phai dao tao cho cac nhom thuc hién cac hoach dinh trudc tai phién lam min trudc khi viéc
l4p k€ hoach Sprint dién ra. Ho ciing sé can thao luin nhiing gi ho can, hay tham chi phai giao ti€p
thuong xuyén dé hiéu rang liéu cac cong viéc trong Sprint t6i da hét ngudn luc hay chua.

Tiép theo ching t6i sit dung Scrum of Scrum noi ma dai dién cac nhoém sé dén va chia sé liéu co
diéu gi dang can tré trong qua trinh phat trién va tinh trang ctia nhing phu thudc.

Vé téng quan, trong phién Sprint Review, cac thanh vién dén va demo nhiing gi ho da xay dung va
nhiing gi da can trd hay bat c ti€n dd hay bai hoc nao hoc dugce trong sudt sprint. Néu ho cam
thay diéu gi do, ho sé thoai mai chia sé. Ho demo cho cac nhom va cé cac dai dién tu kinh doanh.

Cudi cung d6 la Release Train. Chtng toi la cdng ty 1am san pham, chtng tdi phat hanh sdn pham
trén mobile app mdi 2 tuan. Vi vay day la noi ching t6i dén va thao luan vé phién ban phat hanh
ti€p theo.

Co nhiéu lgi ich cho nhém ma chting t6i thay khi ching toi t6 chiic theo Stream Aligned Team. Cac
thanh vién sé c6 vong tron hoc hdi rat nhanh baéi khi lam viéc trong cac chudi gia tri, ban sé hiéu
rat ro vé mién kién thic ban dang lam va ca kién tric microservice ctia hé thong do. Va khi nhiing
yéu cau tinh nang méi, sé rat dé dang va nhanh chong cho viéc dua giai phap 1én hé thong thuc. Va
bdi vi tat ca cac thanh vién cting lam trén mot chudi gia tri va dich vu nén theo thdi gian kién thic
cling sé dugc chia sé. Vi vy s€ it xay ra tinh trang silo vé kién thttic hon truéc kia. Cac nhom ciing
sé giam dugc tai nhan thic (cognitive load) khi ho van hanh it dich vu trén hé théng. Ho cling co
nhiéu sy tu chii va diéu nay théi thiic dong luc ndi tai hon. Chiing t6i khong can dua cho ho giai
phap, ma chi can dua cho ho van dé. V6i nhitng hiéu biét ctia nhoém trong chudi gia tri va cac dich
vy, ho duge khuyén khich dé tim ra giai phap.

Vé nhiing lgi ich ctia hé théng. Bai vi ban lam viéc trén ciing mot nhém cac microservice, ban sé
c6 co hoi quay trd lai dé tra cac ng ky thuat ban da ng. Vi vay ng ki thuit sé it hon. Ban dé dang
duy tri cau trac ctia dong ma ciing nhu t6 chitc hé thdng tét hon. Diéu nay sé dugc gitp dé bai cac
nhom Enabling Team ma t06i sé chia sé ¢ phan sau.

O mitc do té chirc, ching tdi quan sat thiy viéc cung cip cac gidi phap nhanh chong hon. Néu bat
ky mét van dé nao dugc phat hién, sé rat nhanh chéng biét dugce ai la ngudi hé trg va nhom nao sé
dugc lién hé. Va bai vi ho hiéu vé dich vu va hé thdng, thai gian trién khai mot y tudng méi sé duge
rat ngdn. Va béi vi chiing tdi st dung cloud nén rat quan trong vé van dé chi phi & goc do quan ly.
Chung tdi chi can dinh hu6ng dé cac nhém c6 nhan thitc vé chi phi, v6i su tu chiit cac nhom sé dua
ra nhiing giai phap dé téi uu vé chi phi.

M6 hinh nay cling c6 nhitng van dé ctia né. Vi méi nhom tré nén doc 1ap véi cac nhoém khac nhu toi
noi & phan truée, do cling 1a Iy do tai sao chting tdi c6 bang dependency mapping cho moi team.
Van dé la sau do, khi ai do lam viéc trong cung mdt chudi gia tri va mot nhém dich vy, ddng luc ctia
ho c6 nguy co bi suy gidam. Bdi ho da biét moi th, khong con gi méi dé hoc.
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Vi vay chang tdi chdp nhan su that do va c6 giang xay dung cac nhém Enalbing Team. Chung to6i
cling dua cho nhém nhiing du an méi, hay tham chi c6 thé di chuyén mot thanh vién nao doé sang
linh vuc moi. Vi vay khi mot van dé xay ra trong nhom, ho sé gitip nhan dién va sau do gitp cho
nhom trang bi nang luc dé xtr Iy van dé. Va mot thanh vién trong nhém co6 thé duge cat ctir dén
mot nhom Stream Aligned Team, néu can thiét va thanh vién nay c6 bd ky nang dic biét dé ho tro
nhom.

Vé mit cOng tac, nhom sé cOng tac v4i cac nhom Stream Aligned Team tuy vao nhitng van dé khac
nhau nhu: nhém sé cung cdp cac dich vu theo yéu cau dé kiém tra, hay thiét k€ lai ki€n trac phu
thudc vao do truéng thanh ctia nhém Stream Aligned Team.

Ho sé kiém tra san pham va ké hoach trién khai béi nhimng diéu nay luén duge quan Iy rat chit ché.

Vi vdy, ching ta can phai rat cin trong va tat ca cac trién khai can dugc kiém tra va phé duyét.
biéu nay sé giup cac thuc hanh duge dong nhit trong cong dong. Ching t6i cling co cac cdng
dong khac nhau. Chang toi c6 cac nhém lién chiic nang, tuy nhién cac thanh vién chuyén mon vé
front-end trong cac nhom lién chirc nang cé thé t6 chirc lai véi nhau d€ hinh thanh nén cac cong
dong chuyén mén. Va thong thuong cac thanh vién giau kinh nghiém trong cac nhém Enabling
teams sé la thanh vién c6t can cta cong dong do.

Ho dugc khuyén khich chia sé kién thiic. M6i khi ho di dén mot nhém va thu lugm duge diéu gi do
moi mé, quan sat thay bai hoc ctia cac thanh vién khac, ho cling s€ mong mudn nhirng kién thirc
dugc chia sé va thtic day van hoa hoc tap.

Nhiing lgi ich ma chuing toi thdy. Nhiing nhom méi bat nhip rat nhanh bdi cau triic va nhitng thuc
hanh chiing t6i co.

Nhitng méi quan tam vé nhing bd ky nang chéo dugc nhén dién.

Ho ciing nhan dién dugc cac 16 héng kién thitc vé ky thuét trong nhoém, va do ciing 1a 1y do ho di
chuyén dén cac nhom va giup cac nhém sau do. Ho ¢d ging dao tao nhom dé gia tang tinh tu chi
ctia cac nhom Stream Aligned Team.

Duy tri dugc cau trac linh hoat va hoach dinh vé kién trac hé thong tot hon.

Vén dé doi voi nhom Enabling Team. D6 1a doi khi ho cung cap viéc kiém tra kién trac va thiét ké,
kiém tra k& hoach nén ho trd thanh cac diém nghén trén toan hé thong. Vi vay giai phap ciia chang
tdi 1a b6 sung thém céc thanh vién c6 kinh nghiém va ¢6 giang gia tang ngudn luc. Va béi vi ho 1a
nhitng ngusi maéi, nhém méi, ¢6 thé xem ho la nhitng ngudi phé duyét néu nhu cac thanh vién
trong nhom thi€u than thién hodac it céi mé trong giao tiép.

Chung t6i khong thuc su co giai phap cho diéu nay nhung ching to6i dang thir dua ra nhitng phan
héi truc ti€p cho cac thanh vién. Ching tdi cling ¢6 gang nudi dudéng van hoa hop tac, cong tac.
Loi ich ma ching toi dat dugce do la cung cip san pham nhanh hon, ciu tric hé théng tét hon, lién

tuc cai ti€n cho nhom, cho hé théng. San pham dugc téi uu va lién tuc duge chuyén giao dén khach
hang nhanh hon.
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Va cudi cling, day la diéu ma moi ngudi déu biét. Mirc do lién két dugce sép x€p tur thap dén cao. DO
tu cht cling vdy. Hién tai chiing t6i dang & day va day la diém chtng t6i da & trong vai nam trudc.
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Khong ai biét diéu gi xay ra va khong biét phai lam gi. Va ting buéc mdt chiang t6i da 6 day. Chung
tdi tin rang v6i nhiing cai tién moi, chung téi sé di chuyén theo huéng nay.

Va cudi cung trong chia sé nay, khi mét nhom c6 su tu chti va cé su rd rang vé quyén han, ho dugce
trao quyén dt v6i do trudng thanh trong cac thuc hanh va ky thuét, ho c6 thé dat duge hiéu suat
cao theo thoi gian. Va v6i sy dong bd nay chiing toi can sy hd trg ctia té chire. Tir quan diém té
chtic, chiing toi c6 1ap ké hoach OKR theo thdi gian, vi vdy moi ngudi cé mot su lién két mach lac
nhat dinh.
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Serial Bank
Builders

. — Tyme is one of the world’'s fastest-growing digital banking
R groups, building high-tech and high-touch banks in emerging
e markets.

Headquartered in Singapore with offices in Hong Kong and Ho
Chi Minh City, Tyme designs, builds, and commercializes
digital banks for the mass market, with particular expertise in
serving under-served and under-banked populations.

We unlock the full financial potential across emerging markets

TYMEBANK based in South Africa, is currently one of
the world's fastest-growing digital banks
with more than 7 million customers since
the launch in February 2019.

[eloRn 2 BTV 1 d based in the Philippines, is a joint venture
between the Gokongwei Group and Tyme
Group and plans to launch in mid 2022.

7,000,000 400
countries customers 8 tech experts

Explore more about Tyme

e f Tyme Vietnam
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3 Tyme Vietnam




Tam dich: Khadi niém san sang ra thi truong

Dién gia
Barry Lim

Tbi la Barry. Toi dén tir Co quan Cong nghé Chinh pht (GovTech), Singapore. Hom nay, toi s€ noi vé
viéc chuyén tir mdt ¥ tudng sang mot san pham sin sang dua ra thi trudng. Trong GovTech, nhiing
gi toi lam 1a tao ra va phat trién mot s6 san pham.

Vay lam thé nao dé ching ta phat trién sy linh hoat trong kinh doanh? Ching ta can c6 bo ba thanh
phan: con ngudi, quy trinh va cong nghé.

Process
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Con ngudi

Con ngudi la su két noi ctia ca ba yéu t6. Con ngudi mang lai cac kj nang, kién thirc, va sau d6 ho
dugc cong nghé ho trg dé thuc hién cong viéc ctia minh. Ho lam viéc trong su hgp tac chit ché.
Tru6ce do, chiing ta da noi vé cac Nha phat trién, liéu ho c6 nén lam viéc véi Product Owner hay
khong. Ching t6i khuyén khich cac Nha phat trién cong tac véi Product Owner dé c6 thé lién lac
thudng xuyén, va lam rd cac yéu cau.

T4t nhién, voi kha nang tu té chitc, cac nhom dugce trao quyén dé dua ra quyét dinh trong cac gisi
han nhat dinh.

Va chiang tdi thuong khuyén khich mét nhom cd lién chitc nang. Diéu nay thuc su gitp thuc day
nhom phat trién nhanh hon va trong mét s6 truong hgp nhat dinh, chadng han nhu ban c6 thé c6 ca
nhom nha phat trién dang phat trién cac tinh nang, nhung chi mdt nguai kiém thir nén day chinh la
nut thit. Ban thuc sy khong thé phat hanh tinh nang ctia minh vi qua trinh thit nghiém chua hoan
tdt. Vay ban lam gi? Néu cac nha phat trién ctia ban c6 mot s6 ky nang kiém thtr, ho c6 thé bat

dau viét cac truong hop kiém thir dé gitp tang tdc qua trinh. Day 1a mot s6 1gi ich cta viéc ¢6 mdt
nhom lién chic nang.

Quy trinh

Ban than quy trinh, tao diéu kién cho su hgp tac va trao quyén cho ca nhan va la sy tuong tac gitra
cac ca nhan trong nhom. Khi ching ta néi vé quy trinh, c6 mot sd diéu can xem xét.

» Co sy lap lai.

» Chuang ta ti€n hanh t6 chitc cong viéc nhu thé nao?

» Lam thé nao dé chiing ta sip x€p tht tu uu tién cho céng viéc ctia minh dya trén
gia tri? Bao gom gia tri tich cuc va tiéu cuc.

» Diém ti€p theo la cai tién lién tuc, ludn nghi vé cach ching ta c6 thé lam tdt hon.

Cong nghé

Cong nghé tang cudng va ho trg qua trinh xay dung, thir nghiém va trién khai giai phap trong san
xudt. Va lam thé€ nao chiing ta 1am diéu d6? Chtng ta c6 sén cic cong cu, ching han nhu JIRA, Vi-
votal, dai loai nhu véy. Ban c6 thé st dung cong cu doé dé theo doi cdng viéc ton va vé nhiing van dé
ban gap phai trong qua trinh phat trién. Sau do, chling ta ciing c6 thé st dung cac cong cu ty dong
hoéa, xay dung cac quy trinh.

rTY Y

Pt i) ¢ e
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Case study: OpenCerts
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OpenCerts vé co ban la mot nén tdng ma chiing tbi da thiét k€ dé giup phat hanh va xac minh cac
tai liéu ky thuat s6, vi du nhu thong tin gido duc. Vi vay, néu ban dugc cung cap ching chi ky thuit
s6, lam cach nao dé dam bao rang chiing chi do c6 xac thuc? Do la nhiing gi OpenCerts dugc yéu
cau phai lam.

Vi vay, khi chting téi 1an dau tién bt dau, mot trong nhing ky thuat vién ky cuu da noi rang ho

c6 van dé ma chung toi phai giai quyét. Ho dang danh rat nhiéu né lyc hanh chinh dé c¢6 gang xac
thuc ching chi. Khi cac chiing chi nay duge luu hanh cho mét bén khac, ho muon biét chimng chi
nay c6 xac thuc khong? Vi vay ho quay lai t6 chirc cdp gidy chiing nhan nay. Ho can xem qua kho
luu triy, kiém tra hé thong ctia ho xem day c6 thuc sy 1a ching chi xac thuc khong? Chang han
ngudi nay co thuc su tot nghiép trong nam 2019. Va sau do6 ciing c6 mét s6 trudng hgp ching chi bi
mat va bi hdng va ching ciing can dugc thay thé.

Trong nghién cttu sau hon dugc thuc hién sau nay, ching t6i da phat hién ra mot ndi dau khac. Vi
du, mot sinh vién vura tot nghiép ra truong, anh ta nhan dugce chiing chi ky thuat s6. Nhung sau do
anh ta s€ lam gi v6i ching chi nay? Co 1€ anh ta c6 thé gii cho mot nha tuyén dung tiém nang dé
c6 dugce viéc lam. Vi vay, khi nha tuyén dung tiém nang thuc sy mudn kiém tra, khi ho goi lai cho
truong, ho gap phai su cham tré vi thuéng mat mot thoi gian dé kiém tra. C6 thé mat vai ngay va
do6i khi tham chi vai tuan.

Vay két qua mong muon 1a phai xac thuc bang cdp mét cach nhanh chéng, dé dang.

Chung t6i bit dau thanh 1ap mdt nhoém nho. Tai sao lai 1a moét nhom nho? Bi vi ching toéi mudn
bat dau mot nhém nho dé nhanh va linh ddong hon. Chang tdi kha may méan khi hai nha phat trién
ciling tinh cd ¢6 bd ky nang can thiét. Sau do, chiing toi cling mang dén mot ngudi thiét ké trai ng-
hiém ngudi dung. Nhiing gi chting t6i da lam sau d6 1a xac dinh pham vi cia MVP, vé co ban 1a chi
xay dung mot trinh xac minh don gian c6 thé dat dugc mét s6 diéu toi thiéu va co thé giai quyét
cac noi dau cta khach hang nhu da néu 6 trén. Nhitng gi ching t6i muon lam ti€p theo la xac thuc.
Véay mau thir nghiém ching to6i ché tao c6 giai quyét duge nhiing lo ngai ma ching t6i da dé cap
khong? N6 cé dat dugce cac tinh nang mong mudn khong?

Mot diéu khac ma ching toi can lam 14 xac dinh cac ngudi diing khac nhau, gitp chiing toi thir
nghiém. Chang tdi ti€p can ai dé thyc hién thit nghiém? Nguyén mau la ngudi diing. Ngusi nhin
ching chi, sinh vién, ho la nguyén mau thi hai. Va thong qua cac cudc phdong van ti€p theo ma
ching t6i da thuc hién, chng t6i nhan ra, c6 mdt nguyén mau thi ba, dé la cac nha tuyén dung.

Sau khi thit nghiém, ching t6i c6 mét phat hién tha vi. Néu ban nhin k¥, c6 mot dau thap trong
nhiing muc dugc kiém tra, biéu thi rang chiing chi da bi gid mao. Nhung khi, chting tdi quan sat
cach ngudi dung tuong tac v6i mo hinh web ctia ching to6i, ching t6i nhan ra rang mot s6 ngudi
trong s ho thuc su da bo 16 dau thap nay. Va béi vi ho da bo 16 dau thap, ho tié€p tuc noi, duge roi,
gidy chiing nhan rat tuyét, hay tiép tuc. B6 la van dé. Vi vay, phan hoi ngusi dung rat quan trong.
Chung tdi bit dau nghi, dugce roi, ching ta nén lam gi ti€p theo? Ching ta nén gidi quyét van dé
nay nhu thé nao?
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Chutng to6i da 1t lai van dé mdt cach nhanh chong va ching téi da nghi ra diéu nay. Truéce day, khi
tai chting chi 1én, ban sé dugc dua dén trang thit hai c6 két qua xac minh. Nhung 1an nay, thay vi
lam nhu vay thi ngay khi tai chting chi 1én sé c6 thong bao: xem nay, c6 van dé v6i chiing chi nay,
hay lién hé véi ngudi gii.

Tom lai, co mot s6 diéu can biét khi phat trién san phdm. Dau tién 1a xac thuc tuyén bd vé van dé
clia sdn pham, trong nghién ctu trudng hgp cu thé nay, ngusi dung gap phai van dé kho khan.
Nhung vi dy, néu ban dang xay dung mot giai phap mdi, thi ban nén nghi theo huéng no6 sé giap
ich cho ngudi dung. Nhung d6 chi la nhiing gi ban nghi, can ra ngoai va xac thuc rang day thuc su
la mdt tuyén bo cé thé xay ra doi v6i nhém ngudsi dung rang ho dang tim ki€m mot giai phap, do la
giai phap ma ban mudn xay dung. Liéu c6 thi trudng cho n6 khong? Sau d6, nhanh chong tién hanh
xdy dung mot nguyén mau, nhanh chong kiém tra nguyén mau va sau do 13p lai néu can.
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