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Nhén guri ban doc: C6 nhiéu tai liéu md ta ngin gon Scrum truc tuyén, cudn sach nay huéng téi
viéc cung cip mirc do chi tiét hon vé cac ky thuat trong Scrum. N6 khdng du dinh tro thanh budc
cudi cling trong mot qua trinh dao tao Scrum; cac nhém dang du dinh ap dung Scrum duoc khuyén
céo nén t trang bi cho minh kién thirc bang viéc doc ki cac cudn Agile Project Management with
Scrum (Qudan 1y D &n Linh hogt véi Scrum) ciia Ken Schwaber hoic cudn Succeeding with Agile
(Thanh cong véi Agile) cia Mike Cohn va tan dung wu thé cua rat nhiéu khoa dao tao va huan
luyén Scrum hién dang c6; moi chi tiét day du co tai ScrumAlliance.org. Ching toi xin guri loi cam
on t6i Ken Schwaber, Tién si Jeff Sutherland va Mike Cohn vi nhitng déng gop quy gia.

Phién ban mai nhét caa cuén Scrum Primer nay c6 thé tim tai:
http://www.infog.com/minibooks/Scrum_Primer.

Céc ban dich c6 thé tim tai: http://www.scrumprimer.org/
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Phwong phap Phat trién Truyén théng va hon thé nira

Phuong phap phat trién truyén thong véi cac nhém don-chirc-ning, vong phan hdi cham hozic qua
thua, 1ap ké hoach chi tiét theo 16i udc doan, va mot ludng tuan ty di tir phén tich cho dén kiém
thir ¢3 khong con duoc thanh cdng cho 1im trong thé gigi nhiéu bién dong nhu ngay nay. Phuong
phép nay gay cham tré trong phan hdi, hoc tap va thu lai lgi nhuan trén dau tu (ROI) do sy thiéu
ving caa mot phan mém chay tét thuc sy cho dén giai doan cudi cua chu trinh. Piéu nay dan dén
thiéu minh bach, thiéu kha ning cai tién, giam sy linh hoat va tang rui ro trong ca hoat dong kinh
doanh cling nhu k¥ thuat.

Mét giai phap thay thé bao gdm cac nhém lién-chirc-nang sir dung md hinh phat trién lap da ton
tai trong nhiéu thap ky nhung di khong duoc sir dung rong ri nhu mé hinh truyén théng.

Scrum két hop cac khai niém phat trién-san pham da dugc thira nhan vao trong mot khung lam
viéc don gian, bao gom: doi nhém thuc su, nhém lién chic niang, nhom tu quan, cac chu trinh phan
hoi ngan khép kin, va giam thiéu chi phi thay d6i. Cac khai niém nay lam ting tinh linh hoat
(agility) va phan hoi, cho phép thu lai loi nhuan trén dau tu sém hon, va giam thiéu rai ro.

Tong quan

Scrum la mét khung phat trién trong d6 cac nhom lién-chirc ning phat trién cac san pham hozc du
&n theo hinh thire lap va tang treang. Scrum to chic qué trinh phat trién thanh cac chu trinh 1am
viéc goi la Sprint. Mdi chu trinh khdng kéo dai qua bon tuan (phd bién nhat Ia hai tuan) va dién
ra lién tiép nhau ma khong bi gian doan. Céc Sprint dugc déng khung thoi gian, tac 1a ching két
thic vao mot ngay nhat dinh cho du cong viéc da dugc hoan thanh hét hay chua va khéng dwoc
phép kéo dai thém. Thong thuang thi cac Nhém Scrum?! chon mét d dai Sprint va sir dung né cho
dén khi ho c6 thé cai tién va str dung chu trinh ngén hon. Bat dau mdi Sprint, mot Nhom lién-chic
nang dugc goi 1a Nhom Phat trién? (Development Team, bao gom khoang bay nguoi®) lya chon
cac hang muc (yéu cau khéach hang) tir mot danh sach wu tién. Nhém Phat trién thong nhat mot
muc tiéu chung ma ho tin rang c6 thé chuyén giao duoc vao cubi Sprint, mot thir gi d6 phai thay
duoc va thuc sy duoc “hoan thanh”. Trong sudt Sprint, khdng c¢6 hang muc méi nao dugc thém
vao; Scrum dé danh cac thay doi cho Sprint tiép theo, con dbi voi Sprint ngan hién tai thi ¢ gang
tap trung vao mot muc tiéu nho, ré rang va tuong d6i 6n dinh. Hang ngay Nhom Phat trién hop
Vi nhau trong mot khoang thoi gian ngan nham thanh tra tién d6 va diéu chinh cac budc can thiét

1 Nhém Scrum: |a nhém lién chirc nang gdm toan bd Product Owner, Scrum Master va Nhdm Phat trién.
Xem chi tiét trong phan “C4c vai trd trong Scrum” trong tai liéu nay. [Cha tich cda ngudi dich - ND]

2 Tai lieu Scrum Primer gbc chon dung tr Team dé chi Development Team. Nguwi dich chon cach ding
“Nhém Phat trién” cho rd nghia, va théng nhat véi cach dung thuat ngir clia cac tac gia Scrum trong
Scrum Guide [ND]

3 V& dd I&n cia Nhém Scrum, céc tai liéu khac nhau st dung nhirng con s khac nhau, vi du
ScrumGuide cta hai tac gia Scrum lwu y s6 thanh vién trong doi phat trién nén ndm trong khoang 3-9.
Nhiéu chuyén gia Scrum khac ddng tinh véi cach lwa chon kich thwéc nhém nhw trong tai liéu nay: 7,
cong trir 2. [ND]



tiép theo dé hoan thanh cong viéc con lai. Vao cudi Sprint, Nhém Phat trién ra soat Sprint véi cac
bén lién quan va trinh bay phan minh da xay dung dugc. Moi ngudi nhan dugc cac phan hdi va co
thé dua vao trong Sprint tiép theo. Scrum nhan manh vao san pham chay tét ¢ cubi Sprint ma thuc
su dd duoc “hoan thanh”; trong truong hop cua phan mém, diéu nay c6 nghia 13 mot hé thong da
duoc tich hop, thyc hién kiém thir day da, viét tai liéu cho ngudi dung cudi, va c6 kha niang chuyén
giao. Cac vai tro, tao tac va su kién chinh dugc tom lugc trong Hinh 1.
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Hinh 1: Téng quan Scrum

MGt noi dung chu dao trong Scrum 1a “thanh tra va thich nghi”. Do qué trinh phat trién chac chan
lién quan dén ca viéc hoc tap, sang tao va su bat ngd, Scrum nhan manh vao viéc sir dung cac budc
phét trién ngan, thanh tra ca san pham dat duoc va sy hiéu qua cia cac ky thuat hién tai, rdi sau do
diéu chinh cac muc tiéu cua san pham ciing nhu cac k§ thuat cua quy trinh. Va ciz lap lai mai nhuw
vay.

Céc Vai tro trong Scrum

Trong Scrum, ¢6 ba vai tro: Product Owner, Nndm Phat trién, va ScrumMaster. T4t ca hop thanh
Nhém Scrum.

Product Owner chiu trach nhiém t6i wu hoa loi nhuan trén dau tu (ROI - Return On Investment)
thong qua viéc xac dinh cac tinh nang cua san pham, chuyén thanh mot danh sach wu tién, quyét
dinh hang muc nao s& nam phia trén caa danh sach dé dwa vao Sprint tiép theo, va lién tuc tai-sap
xép va 1am min danh sach nay. Néu 1a san pham thwong mai, Product Owner chiju trach nhiém vé



loi nhuén ciing nhu ton that caa san pham. Trong trudng hop ciia mot wng dung noi bo, Product
Owner khong chiu trach nhiém vé ROI theo nghia ciia san pham thuong mai (s tao ra thu nhap),
ma chiu trach nhiém téi vu hoa ROI theo nghia lwa chon cac hang muc c6 gié tri cao nhat cho mdi
Sprint. Trong thuc té, “gia tri” 1a mot khai niém map mo va viéc danh gia do wu tién co thé bi anh
huéng bai mong mudn 1am hai 1ong cac khéch hang cha chét, gin véi cac muc tiéu chién luoc,
han ché rai ro, cai tién hay cac yéu té khac. Trong mot s6 truong hop, Product Owner ciing chinh
1a khach hang; diéu nay thudng xay ra ddi voi cac san pham noi bo. Trong mot sé truong hop khéc,
khach hang cd thé 1 hang triéu ngudi vé6i su da dang vé nhu cau, khi d6 vai trd Product Owner 1a
trong tu nhu vi tri Product Manager (Giam déc¢ San pham) hoic Product Marketing Manager
(Giam dbc Tiép thi San pham) trong nhiéu t6 chirc phat trién san pham. Tuy nhién, Product Owner
thudng khac véi mot Giam de San pham truyén thong & chd ho chii dong va thuong xuyén trao
d6i véi Nhom, wu tién 1am viéc vai tat ca cac bén lién quan va ra soat két qua ciia moi Sprint thay
vi iy quyén cac quyét dinh phat trién cho mot quan ly dy an. Mot luu ¥ quan trong la trong Scrum
c6 mot va chi mot ngudi phuc vu véi tu cach Product Owner va c¢6 tham quyén tbi cao cuaa vai trd
nay, nguoi nay chiu trach nhiém vé gia tri caa cong viéc, mac du khdng nhat thiét phai lam viéc
mot minh.

Nhém Phét trién (cach goi khéac: Doi Phét trién) xay dung san pham ma Product Owner yéu cau,
chang han mot tng dung hoac mot trang web. Nhom Phat trién trong Scrum 1a “lién-chirc nang”,
c6 nghia 1 bao gdm tat ca cac chuyén mén can thiét dé tao duoc san pham chuyén giao duoc sau
mdi Sprint. Nhém Phat trién ciing 1a “tu-t6 chire” (tu-quan 1y) véi mot mie do tu chu va tinh tréch
nhiém cao. Nhoém Phét trién quyét dinh sb lugng céc hang muc (tir tap hop do Product Owner dua
ra) dé xay dung trong mot Sprint ciing nhu cach tot nhat dé dat dugc muc tiéu do.

MJi thanh vién ciia Nhdm Phét trién don gian duoc goi 1a mot thanh vién nhém. Ch y rang khéng
c6 céc chirc danh chuy@n mén c¢é dinh trong mot nhom trién khai Scrum; khong cé chuyén gia
phan tich nghiép vu, khdng cé chuyén gia DBA, khong c6 chuyén gia kién trac, khong c¢é truong
nhom, khéng cd chuyén gia thiét ké trong tac/UX, khong c6 1ap trinh vién. Ho lam viéc ciing nhau
trong tirng Sprint bang bét cir cach nao phi hop dé dat dugc muc tiéu ma chinh ho da dua ra.

Do chi ¢6 c4c thanh vién nhdm, Nhém Phat trién khong chi 12 lién-chice niang ma con thé hién viéc
hoc tdp lan nhau: mdi nguoi sé hitu mot thé manh riéng, nhung van tiép tuc hoc cac chuyén mén
khéc. M&i ngudi s& ¢6 cac ki niang chinh, k¥ nang phu thtr hai va tham chi Ia thir ba. Diéu nay c6
nghia 1a ho “di dén dau c6 cong viée™; cac ca nhan nhan lay cac nhiém vu khéng quen thudc 1im
dé gidp hoan thanh mot hang muc yéu cau. Vi du, mot ngudi v6i ki nang chinh 1a thiét ké tuong
tac 6 thé 6 k§ nang phu la kiém thir ty dong; mot ngudi voi ki nang chinh 1a viét tai liéu ky thuat
ciing c6 thé tro gilp véi phan tich va lap trinh.

Nhom Phat trién trong Scrum c6 7 (cong trir 2) nguoi, va déi voi san pham phan mém thi Nhom
Phét trién c6 thé bao gdom cac ca nhan véi ky nang phan tich, phat trién, kiém thu, thiét ké giao
dién, thiét ké co so dir liéu, thiét ké kién tric, viét tai liéu, va nhitng k§ niang khac. Nhém phat
trién san pham dong thoi cung cip v tuang cho Product Owner vé cach dé tao ra san pham tét.
Trong Scrum, Nhom Phét trién sé& tré' nén niang suat va hiéu qua nhat khi cac thanh vién déu danh



toan bo 100% dé 1am viéc cho mot san pham trong sudt Sprint; Nhdm Phat trién tranh 1am viéc da
nhiém gitra nhiéu san pham hoic du 4n dé loai bo sy that thoat tén kém do phan tdm va chuyén
dbi bdi canh. Cac nhom 6n dinh thuong c6 véi ning suét cao hon, do vay nén tranh thay d6i thanh
vién Nhom Phét trién. Cac nhém phét trién san pham véi qua nhiéu nguoi duoc té chic thanh
nhiéu Nhém Phét trién, m&i nhém tap trung vao mét s tinh niang cua san pham, vai sy phdi hop
nd luc chit ché giita cac nhom. Do mdi nhom thuong lam tt ca moi viéc (1ap ké hoach, phan tich,
lap trinh, va kiém thir) cho mot tinh ning hoan chinh véi khach hang 1a trong tm (customer-
centric) nén cac Nhom Phét trién con duoc goi 1a Nhdom tinh néing (feature team).

ScrumMaster gitp nhém hoc va &p dung Scrum dé dat duoc gia tri thwong mai. ScrumMaster
lam tat ca nhitng gi trong tham quyén cua minh dé gidp Nhom Phat trién, Product Owner va tb
chtrc tro nén thanh cong. ScrumMaster khéng phai la nguoi quan ly cua cac thanh vién Nhém Phét
trién, cling khong phai la quan Iy dy an, truong nhom, hay dai dién cia nhom. Thay vao do,
ScrumMaster phuc vi Nhém Phat trién; 1a nguoi gilp loai bo cac tré ngai, bao vé Nhém Phét trién
khoi cac tac dong tir bén ngoai, va trg gitip Nhom Phat trién tng dung céc ky thuat phat trién hien
dai. ScrumMaster ciing day, huan luyén va huéng dan Product Owner, Nhém Phét trién va phan
con lai cua td chuc trong viéc ap dung thanh thao Scrum. ScrumMaster 1a mot hudn ludn vién va
cling 14 mot gi4o vién. ScrumMaster dam bao rang tat ca moi ngudi (bao gdbm ca Product Owner
va nhitng ngudi trong ban quan tri) hiéu cac nguyén ly va ki thuat ciia Scrum, va ho s& hd trg dan
dat t6 chirc vuot qua nhiing thay doi thuong la rat khé khian nhung can thiét dé dat duoc thanh
cdng vai phat trién linh hoat. Do Scrum gidp phat hién nhiéu tro ngai va nguy co anh huong dén
hiéu qua caa Nhém Phat trién va Product Owner, mot diéu quan trong d6 1a phai c6 ScrumMaster
lam viéc hang hai dé gilp giai quyét nhitng van dé d6, néu khdng Nhom Phét trién va Product
Owner s& kho ma thanh céng dugc. Can phai ¢ mot ScrumMaster 1am viéc toan thoi gian, mac
du d6i véi mot Nnom Phat trién nho hon thi cé thé cir mot thanh vién dam nhan vai tro nay (khi
d6 s& dam nhiém it cong viéc thuong ngay hon). Mot ScrumMaster gioi ¢d thé xuat than tir bét ctr
nén tang hodc chuyén mon nao: Ky thuat, Thiét ké, Kiém thir, Giam déc San pham, Quan Iy Dy
&n, hodc Quan ly Chat luong.

ScrumMaster va Product Owner khong thé 1a cling mot nguoi bai vi trong tdm cong viéc caa ho
qua khéac nhau va viéc két hop ching lai thuong dan dén su nham Ian va xung dot. Mot két qua
khong may man thuong xay ra khi két hop hai vai trd nay 1a mot Product Owner c6 phong cach
quan ly vat (micro-managing), trai nguoc Véi cac nhom tu-quan Iy ma Scrum yéu cau. Khang
gidng véi mot quan ly truyén thong, ScrumMaster khéng chi cho moi ngudi phai lam gi, hoic gan
cdng viéc, ma tao diéu kién cho quy trinh, hd trg Nhém Phét trién dé chinh ho tu t6 chic va tu
quan ly. Néu trudc d6 ScrumMaster da ting lam & vi tri quan ly cia Nhom Phét trién thi s& can
phai thay d6i dang ké tu duy va phong cach twong tac ciia minh dé¢ Nhém Phat trién c6 thé thanh
cbng véi Scrum.

Lueu y: khéng ton tgi vai trd cia quan 1y dir an trong Scrum. Bdi vi n6 1a khdng can thiét; cac
nhiém vy truyén thong cua mét quan 1y du dn da dwoc phan chia cho ba vai trd khac nhau trong
Scrum. Phan I6n trach nhiém nay dwoc chuyén cho Nhdm Phét trién va Product Owner hon la cho



ScrumMaster. Trién khai Scrum kém véi mgt quan ly dir &n 1 biéu hién cua viéc hiéu sai co bdan
Scrum va thwong ddn dén sw xung dét trach nhiém, khong rd rang vé quyén han, va cac két qud
kém toi wu. Poi khi mét quan 1y dir &n (hodc cueu qudn 1y dir &n) 6 thé chuyén sang vai tro cua
ScrumMaster, nhung sw thanh cong cia viéc nay 1a phu thuge rat lén vao ca nhan va sy hiéu biét
Clla nguoi ay Vé sw khdc nhau co ban giira hai vai trd nay, vé ca cac nhiém vu hang ngay va tw
duy can thiér dé thanh céng. Mgt céch tar dé hiéu thong suét vai tro cia ScrumMaster va bdr dau
phét trién cac ky ning cot 16i dé thanh céng dé la tham gia khéa ddao tao ScrumMaster cua
ScrumAlliance.

Ngoai ba vai trd ké trén, con c6 cc bén lién quan khac dong gdp vao su thanh cong cua san pham,
bao gdm cac nha quan 1y, khach hang va nguoi ding cudi. Mot vai ngudi lién quan chang han nhu
nhitng nguoi quan |y chirc nang (vi du, ngudi quan ly ki thuat) cé thé thay vai trd cua ho néu con
gid tri thi ciing thay doi khi p dung Scrum. Vi duy:

e ho hd trg Nhém Phat trién bang cach ton trong cac quy tic va tinh than caa Scrum

e ho gilp loai bo c4c tro ngai ma Nhém Phat trién va Product Owner chi ra

e ho sin sang dong gdp chuyén mon va kinh nghiém cia minh
Trong Scrum, cac c& nhan nay thay thé thoi gian dong vai tro “bao mau” trude day ctia minh (gan
cong viéc, ghi nhan béo céo tién do, va cac hinh thic quan ly vat khac) bang thoi gian voi vai tro
“quan su” va “ngudi phuc vy” caa Nhém Phat trién (huéng dan, huan luyén, tro gidp loai bo tro
ngai, tro gilp giai quyét vin dé, cung cip cac dong gop mang tinh sang tao, va hudng dan phat
trién cac k¥ nang cua cac thanh vién Nhém Phat trién). Trong viéc dich chuyén nay, cac nha quan
ly c6 thé can phai thay ddi phong cach quan tri; chang han, st dung cach hoi Socratic dé gilp
Nhém Phét trién tim ra giai phap ciia mot van dé, thay vi chi don gian quyét dinh mot giai phép va
gan n6 cho Nhém Phat trién.

Product Backlog

Khi mét nhém duy dinh chuyén sang Scrum thi trudc khi ¢d thé bt dau Sprint dau tién ho can co
mét Product Backlog. Pay 1a mot danh sach wu tién (duoc sap xép 1, 2, 3, ...) cua cac tinh ning
hudng-khach hang (customer-centric).

Product Backlog ton tai (va tién hda) trong sudt vong doi cia san pham; né ciing 1a 16 trinh cua
san pham (Hinh 2 va 3). Tai bat ctr thoi diém nao, Product Backlog ciing 1a mot goc nhin duy nhat
va mang tinh quyét dinh cua “tat ca moi thir c6 thé dugc Nhom Phat trién hoan thanh theo thir tu
wu tién”. Chi ton tai duy nhat mot Product Backlog cho mét san pham; ¢ nghia 1a Product Owner
can phai dua ra cac quyét dinh danh gié uu tién xuyén sudt toan bo pham vi, dai dién cho quyén
loi ctia cac bén lién quan (bao gém ca Nhom Phat trién).
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Hinh 2. Product Backlog




Hinh 3. Qudan ly truc quan: Cac hang muc Product Backlog trén twong

Product Backlog bao gém nhiéu hang muc khéc nhau, chi yéu 1a cac tinh nang méi cho khéch
hang (“cho phép tit ca ngudi ding thém séch vao trong gio hang”), va con c6 c4¢ muc tiéu cai tién
k¥ thuat trong yeu (vi du, “viét lai hé thdng tir C++ sang Java”), cac muc tiéu cai tién (vi du, “tang
téc do cac kiém thir), cac cong viéc nghién ctru (“nghién ctru giai phap dé ting toc do xac nhan
thé tin dung”), va con c6 thé 1a cac 16i da duoc phat hién (“chin doan va stra c4c 13i cua cia doan
ma& xir Iy hoa don”) néu chi c6 it 16i. (M6t hé thdng vaéi qué nhiéu 15i thi thuong ¢6 mot hé thong
theo ddi 16i riéng biét.)

Cac hang muc Product Backlog dugc mé ta theo bat cir cach ndo mién 1a dam bao rd rang va nhat
quan. Trai nguoc voi mot hiéu nham kha phé bién, Product Backlog khong chira cac “user story”;
n6 don gian chi 1a chtra cac hang muc. Cac hang muc nay cé thé dugc thé hién dudi dang user
story, user case, hoac bat ci hinh thirc ghi nhan yéu cau nao ma nhém thay phu hop. Nhung cho
di str dung hinh thirc nao di nira thi lugng 16n cac hang muc phai tap trung vao chuyén giao gia tri
cho khach hang.

Mot Product Backlog tét can dat duogc tiéu chi DEEP. ..

Detailed appropriately (Chi tiét hep 1y). Cac hang muc véi d6 uu tién cao can dugc lam min va
chi tiét hon so vé&i cac hang muc véi do uu tién thap, boi vi chung duoc lya chon dé thyc hién
truéc. Vi du, 10% trén cling cua Backlog cd thé bao gom céc hang muc rat nho va dugc phan tich
k¥, va 90% con lai thi it chi tiét hon.

Estimated (Puoc wéc lwong). Cac hang muc danh cho ban phat hanh hién tai can phai dugc wdc
luong, va hon nita can phai xem xét tai-udc luong trong mdi Sprint khi ma moi nguoi hoc va c6
xuat hién thém théng tin mai. Nhém Phaét trién cung cap cho Product Owner khéi lirong cong viéc
wdc tinh caa tirng hang muc trong Product Backlog, va ciing c¢6 thé bao gom ca udéc tinh rai ro ki
thugt. Product Owner va cac bén lién quan vé nghiép vu khéac cung cap thong tin vé gia tri caa yéu
cau san pham, c6 thé bao gom lgi nhuan thu dugc, chi phi duoc giam thiéu, rai ro kinh doanh, tim
quan trong ddi vai mot sé bén lién quan, va nhiéu thir khéc.

Emergent (Tién hoa). Pap lai viéc hoc tap va bién d6i, Product Backlog thuong xuyén duoc lam
min. Trong mdi Sprint, cac hang muc ¢6 thé duoc thém vao, x6a di, hodc thay ddi, chia nho va
thay doi do wu tién. Do vay, Product Backlog lién tuc duoc cap nhat bai Product Owner dé thé
hién cac thay d6i trong nhu cau cua khach hang, cac ¥ tuong hoac hiéu biét méi, dong thai caa céc
dbi thu canh tranh, cac rao can ky thuat vira xuat hién, v.v...

Prioritized (Sap xép theo dd wu tién). Cac hang muc ¢ phia trén cta Product Backlog dugc danh
d6 wu tién hodc sap xép theo trat tw 1-N. Nhin chung, cac hang muc c6 do uu tién cao nhat can
phai chuyén giao phan 16n lgi ich tiwong xitng véi dong tien ma ban da bé ra (bang for your buck):
nhiéu loi ich (gia tri thuong mai) vai it tién nhat (chi phi). Mot Ii do khéc c6 thé dan dén ting do
ru tién cia mot hang muc 1a nham gidgi quyét sém céc rui ro Ién treéc khi chiing tan cong ban.



Phuong phép phat trién truyén théng thuong khdng nhan manh vao viéc chuyén giao loi ich cao
nhat twong xtng véi dong tién bo ra, nhung day lai chinh 1a ndi dung chi dao cua Scrum, do vay
Product Owner can phai hoc cach dé dinh gia phan loi ich cua “gia tri thwong mai”. Pay 1a mot
thir ma ScrumMaster c6 thé gidp Product Owner hoc. Vay “gi tri thuong mai” c6 nghia 1a gi?
Mot s6 nhém phat trién san pham st dung mot don vi don gian 14 u6e tinh diém-gia tri twong ddi
cho mdi hang muc Product Backlog. Pon vi ndy téng hop cac “phong doan” cuia nhiéu yéu té bao
gom mirc tang doanh thu, mac giam chi phi, y mudn cua cac bén lién quan, tao su khac biét trén
thi trudng, v.v.. Mot vai nhém thi lai dau tu cho mot hang muc cu thé bang mot hozc nhiéu khach
hang tra tién cho viéc phét trién no rdi sau dé sir dung doanh thu chinh xéac (trong ngan han) cua
hang muc d6 nhu 1a dai dién caa gia tri. D6i vai mot s nhém khac thi viéc woc tinh dya trén gia
tri cia mot hang muc-cu thé nay 1a qua chi tiét va khdng tap trung; ho sir dung mot phuong phap
rong hon d6 1a dya-trén-két-qua-kinh-doanh (“tang lugng dang ky thém 10% cho dén ngay 1 thang
9”) trong d6 gia tri chi dugc chuyén giao khi nhiéu hang muc c6-déng-gop-cho-két-qua dugc
chuyén giao cing nhau. Trong trudng hop ndy, Product Owner can phai xac dinh phan tang truéng
tiép theo caa San pham Hitu dung Téi thiéu (Minimum Viable Product).

Pé woc tinh khdi lwong cong viec, mot ki thuat pho bién do 1a udce tinh theo kich thude twong ddi
(hé s6 nd luc, &6 phuc tap, va tinh bat dinh) sir dung don vi “story point” hodc don gian 1a “point”.

Pay chi la nhiing goi ¥; Scrum khong quy dinh ky thuat dé mé ta hoac danh do uu tién cua cac
hang muc trong Product Backlog va n6 cling khong quy dinh cac k¥ thuat hay don vi uac tinh.

Mot k¥ thuat duoc sir dung phd bién trung Scrum 1a theo ddi lwgng cdng viéc hoan thanh trong
mdi Sprint; vi dy, trung binh hoan thanh 26 point trong mot Sprint. Vi thong tin nay, néu gia tri
trung binh dugc gitr nguyén va khong co gi khac thay doi, nguoi ta c6 thé tri liéu dugc ngay phat
hanh ma tat ca cac tinh ning déu duoc hoan thanh, hoic tinh xem bao nhiéu tinh ning c6 thé duoc
hoan thanh vao mot ngay xac dinh nao d6. Gia tri trung binh nay dugc goi 1 “toc do” (velocity).
Téc d6 duoc biéu dién cung don vi voi udce tinh kich thude ciia hang muc Product Backlog.

Céc hang muc trong Product Backlog c6 thé dao dong dang ké vé kich thudc hay khéi lugng cong
viéc. Cac hang muc lon duoc chia thanh cac hang muc nho hon trong phién Lam min Product
Backlog (Product Backlog Refinement) hoac trong budi Lap ké hoach Sprint (Sprint Planning
Meeting). Cac hang muc nho c6 thé duoc hop nhat lai voi nhau. Cac hang muc Product Backlog
danh cho mét vai Sprint tiép theo can phai duoc 1am min va du nhé d¢& Nhom hiéu dung va giap
cac du bao dugc dua ra trong budi Lap ké hoach Sprint tro nén c6 nghia; kich thuéc nho nay duoc
xem 1a “c6 thé thuc hién duoc”.

Nhiing cai tién k§ thuat 16n ma tiéu tén nhiéu thoi gian va tién bac thi can phai dua vao Product
Backlog vi chling c6 thé 12 mot khoan dau tu phat sinh trong kinh doanh ma cudi cing thi nguoi
Product Owner c6-dinh-huéng-thuong-mai ciing phai bo ra. Cha y rang trong Scrum thi Nhém
Phat trién c6 quyén doc lap trong viéc quyét dinh sb lugng hang muc Product Backlog dugc dua
vao trong mét Sprint, do vay ho hoan toan tu do trong viéc chon Iy cac hang muc cai tién ky thuat
nhé béi vi chung duoc xem nhu 1a mot phan chi phi théng thuong trong kinh doanh va viéc nay l1a
can thiét dé cac nha phat trién c6 thé 1am tdt cong viéc cua minh. Diéu nay co nghia 13, trong mdi
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Sprint, phan I6n thoi gian caa Nhém Phat trién 1a danh cho cac muc tiéu cua Product Owner chir
khéng phai la cac cong viéc ky thuat ndi bo.

Mt trong nhirng ngd nhan vé Scrum 13 né ngan can viét cac dic ta chi tiét; trong thuc té, Product
Owner va Nhém Phét trién quyét dinh murc do chi tiét can thiét, va diéu nay ciing thay ddi tdy theo
tirng hang muc Backlog, phu thudc vao hiéu biét caa Nndm Phat trién va mot sé yéu t khac. Hay
chi ra diéu gi 1a quan trong trong khoang khéng gian nho nhat cd thé. Néi cach khac, khéng nén
mo ta tit ca moi chi tiét c6 thé cd cia mot hang muc ma chi nén 1am rd nhiing gi can thiét du dé
hiéu tét, sau d6 ting cuong thdng qua viéc trao doi lién tuc gitra Nhém Phat trién va Product Owner
va cac bén lién quan. Cac Hang muc Product Backlog c6 d6 wu tién thip va s& khong duogc thuc
hién trong thoi gian sip ti thudng duge dé & dang “thd” (16N, vai cac yéu cau cd it chi tiét). Cac
Hang muc Product Backlog c6 d6 wu tién 16n, dugc lam min va s& dugc trién khai sém thuong c6
nhiéu chi tiét hon.

Dinh nghia Hoan thanh

Két qua cua mdi Sprint duoc goi chinh thirc 12 Phan ting truong San pham C6 kha nang Chuyén
giao duoc (Potentially Shippable Product Increment). Trudc khi bat dau Sprint dau tién, Product
Owner, Nhdm Phat trién va ScrumMaster can phai ra soat lai nhitng tha can lam dé bién mot hang
muc Product Backlog trg thanh c6 thé chuyén giao duoc. Tat ca cac hoat dong can thiét dé chuyén
giao san pham can dugc dua vao trong dinh nghia ctia C kha nang Chuyén giao dugc (Potentially
Shippable) va do d6 can phai dugc hoan thanh trong Sprint.

Khong may, khi cac Nhém Phét trién bat dau sir dung Scrum, ho thuong khéng thé dat dugc muc
tiéu chuyén giao mot Phan ting truong C6 kha nang Chuyén giao dugc sau mdi Sprint. Dicu nay
thuong 1a do nhom thiéu ty dong hda hodc khong du lién-chiic ning (vi du, nhitng ngudi viét tai
lieu ky thuat khdng c6 mat trong Nhém Phét trién). Theo thoi gian, Nhém Phat trién can phai cai
thién dé cd kha niang chuyén giao mot Phan tang truong C6 kha nang Chuyén giao duoc vao cudi
mdi Sprint, nhung dé bat dau thi ho can tao mot co sé khoi dau véi nhitng kha nang hién cé cua
minh. N6 dugc ghi vao trong Dinh nghia Hoan thanh.

Trude Sprint dau tién, Product Owner va Nhom Phat trién can thong nhat mot Dinh nghia Hoan
thanh, né 1a mot tap con cua cac hoat dong can thiét dé tao ra mot Phan tang truong San pham Cé
kha niang Chuyén giao dugc (d6i vai mot Nhom tét thi hai tap nay la giong nhau). Nhém Phat trién
s& lap ké hoach cong viéc cua Sprint dya theo Dinh nghia Hoan thanh nay.

Mot Product Owner tét s& ludn ¢ géang dé Dinh nghia Hoan thanh bam sat nhét c6 thé véi Kha
nang Chuyén giao dugc vi nd sé gitip ting tinh minh bach trong phét trién va giam thiéu chgm tré
ciing nhw rii ro. Néu Dinh nghia Hoan thanh khong giéng véi Kha nang Chuyén giao duoc thi
cong viéc s& bi tri hodn dén truéc ngay phét hanh gay ra rui ro va chdm tré. Cong viéc bi cham tré
d6i khi con dugc goi la cdng viéc chua hoan thanh (undone work).

Mot Nhém Scrum can phai lién tuc cai tién, diéu nay dwoc phan &nh vao trong viéc mé rong Dinh
nghia Hoan thanh.
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Lap ké hoach Sprint

Tém lwoc: Mot budi chuan bi cho Sprint, thudng dwgc chia 1am hai phan (phan mét 1a “lam gi”
va phan hai 13 “lam nhu thé nao”).

Thanh phan tham dw: Phin Mét: Product Owner, Nhém Phat trién, ScrumMaster. Phan Hai:
Nhoém Phat trién, ScrumMaster, Product Owner (khdng bat budc nhung can phai sin sang dé tra
loi cac thic mac).

Thoi gian: Mai phan dugc dong khung trong mét gio twong tng Vi moi tuan caa Sprint.

Budi Lap ké hoach Sprint dién ra vao ¢au mdi Sprint. N6 duoc chia lam hai phan nho khac nhau,
phan dau tién duoc goi la Lap ké hoach Sprint Phan Mét.

Trong Lép ké hoach Sprint Phan Mét, Product Owner va Nhom Phat trién ra soat lai nhitng hang
muc c¢6 d6 vu tién cao trong Product Backlog ma Product Owner mudn trién khai trong Sprint nay.
Thong thuong, nhitng hang muc nay da duoc phan tich k¥ trong cac Sprint trudc (trong budi Lam
min Product Backlog), do vay ldc nay chi can l1am rd nhitng thic mac nho con lai. Trong phan nay,
Product Owner va Nhém Phét trién thao luan cac muc tiéu va hién trang caa cac hang muc c6 do
wu tién cao trong Product Backlog, giup Nhém phat trién hiéu rd mong mudn caa Product Owner.
Phan Mot tap trung dé hiéu Product Owner muédn nhiing gi va tai sao lai can chiing. Két thic Phan
Mot, Product Owner (nguoi luc nao ciing ban ron) cé thé roi di nhung phdi ludn sin sang (chang
han 14 qua dién thoai) trong suét Phan Hai cia budi Lap ké hoach.

Trong Phan Mt, Nhém Phat trién va Product Owner c6 thé dua ra Muc tiéu Sprint. Day 1a mot
doan tom lugc lai muyc tiéu cua Sprint, Iy twdng nhét 1a nd ¢ mot noi dung cd dong. Muc tiéu
Sprint ciing giup cho Nhom Phét trién c6 duoc sy linh hoat-trong-pham vi lién quan dén nhiing
thi ma thuc té ho chuyén giao duoc, boi vi mic di ho ¢é thé phai loai bé mot sé6 hang muc (do
Sprint dugc dong khung thoi gian), ho van can phai cam két chuyén giao thir gi d6 thay duogc va
da “hoan thanh” nhu trong tinh than cia Muc tiéu Sprint.

Céc hang muc duoc lya chon cho mét Sprint nén c6 d6 16n bao nhiéu 1a vira? M&i hang muc can
phai dugc chia du nho dé con sé udc tinh 1a nhé hon dang ké so vai toan bo Sprint. Mot goi y phd
bién d6 1a mot hang muc duogc ude tinh du nho dé toan bo Nhém Phat trién cé thé hoan thanh trong
vong mot phan tu Sprint hodc it hon.

Lap ké hoach Sprint Phan Hai tap trung vao viéc l1am thé nao dé trién khai cac hang muc ma
Nhom d3 quyét dinh lra chon. Nhém Phat trién du tinh sé luwong hang muc “ma ho c6 thé hoan
thanh khi két thac Sprint, bat dau tir phan trén ciing caa Product Backlog (n6i cach khac 13 bat dau
Vvéi cac hang muc c6 do vu tién cao nhat ddi véi Product Owner) rdi lan lugt di xudng phia dudi
cua danh sach. Pdy chinh la mét Ky thudt cat 18i trong Scrum: Nhom Phat trién quyét dinh lwong

4 Lwu y: trong Scrum Guide, cac tac gid co dé cap mot y “Nhom Phat trién cé quyén lwa chon sé lvong
hang muc dé lam viéc trong méi Sprint”, va dat né trong mod ta vé Phan Mét cia Lap ké hoach Sprint.
Trong khi d6, & day céac tac gia Scrum Primer ghi rd cach lam d& Nhom Phat trién co thé lwa chon ra s
lwong d6, va dat & Phan Hai — vén lién quan dén cau héi “Lam sao dé dat dwoc Muc tiéu Sprint”. Nhw
vay khéng c6 xung dét nao vé mét y nghia lién quan dén dinh nghia trong hai tai liéu. [ND]
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cdng viéc ma ho sé hodn thanh, thay vi diroc giao bdi Product Owner. Biéu nay gidp viéc du bao
tré nén dang tin hon vi Nhém Phat trién dya vao phan tich va ké hoach cua chinh ho. Trong khi
Product Owner khéng kiém soét dugc luong cong viéc ma Nhom Phat trién s& nhan thi van an tam
rang cac hang muc do6 duoc lay ra tir phan trén caa Product Backlog, tuc 1a cac hang muc ma minh
d3 danh gia 1a quan trong nhat. Nhom Phat trién c6 thé thuyét phuc dé lya chon cac hang muc &
xa phia dudi cua danh séch; viéc nay thuong xay ra khi Nném Phét trién va Product Owner thay
rang mot vai hang muc c6 do wu tién thap nhung dé& dang in khép va phu hop véi cac hang muc
¢6 d0 uu tién cao.

Budi Lap ké hoach Sprint thuong kéo dai vai gio ddng hd nhung khdng nhiéu hon bén gio dbi voi
mot Sprint hai tuan. Nndm Phat trién dwa ra cac du bao nghiém tic dé hoan thanh cong viéc, viéc
nay nhat thiét phai duoc suy tinh can than dé dam bao thanh cong. Phan Mét va Phan Hai c6 khung
thoi gian bang nhau; d6i vai mot Sprint hai tuan thi mdi phan kéo dai ti da hai gio dong ho.

Scrum khong quy dinh chinh xac cach thyuc hién Phan Hai caa budi Lap ké hoach Sprint. Mot sé
nhém st dung téc do tir cac Sprint trude dé dinh hudng khéi lugng cong viéc dinh 1am. Mot sé
nhom khéc sir dung mot phuong phap chi tiét hon d6 1a bat dau bang viéc tinh kha nang san xuat
caa nhém.

Khi sir dung phuong phap tinh kha ning san xuat, trong Phan Hai cua budi Lap ké hoach Sprint
Nhom Phét trién tinh toan luong thoi gian ma mdi thanh vién danh cho cac cong viéc caa Sprint.
Phan 16n cac nhom déu gia dinh rang céc thanh vién chi cé thé tap trung cho cac cong viéc cua
Sprint tir 4-6 gid mdi ngay, thoi gian con lai 1a danh cho email, nghi trua, facebook, hop hanh, va
udng ca phé. Khi di xac dinh duoc kha ning san xuat thi Nhém Phat trién can phai tinh sé luong
hang muc Product Backlog ma minh c6 thé hoan thanh trong khoang thoi gian d6, va minh dy dinh
s& hoan thanh chiing bang cach nao. Viéc nay thuong bat dau bang mot thao luan vé thiét ké trén
mot tim bang. Khi moi nguoi da hiéu rd thiét ké tong quan thi Nhém Phat trién phan tach cac hang
muc Product Backlog thanh c&c cong viéc chi tiét. Trudc khi lwa chon cac hang muc Product
Backlog, Nhém Phat trién co thé tap trung liét ké cac cong viéc cia muc tiéu cai tién da duoc dua
ra tir budi Cai tién Sprint trudc. Sau d6, Nhém Phat trién lya chon hang muc dau tién cua Product
Backlog - ttc 1a hang muc c6 d6 wu tién cao nhit caa Product Owner - réi di dan xudng phia dudi
cho dén khi “day”. Véi mdi hang muc, Nndm Phat trién tao mot danh sach cac cong viéc twong
ng. Céc cong viéc nay c6 thé 1a dugc phan ré tir cac hang muc Product Backlog hoac 13 chinh ban
than cac hang muc Product Backlog néu ching du nho dé chi can thuc hién trong vai gio. Danh
sach cong viéc can hoan thanh trong Sprint dugc goi la Sprint Backlog (Hinh 4 va Hinh 5).
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U'éc tinh Khai lweng cong viéc

Con lai vao cudi Ngay...

Hang muc Cong viéc caa Sprint Nguoi | Uéctinh | 1|2 |3 14|5)6
Product thuc khoi
Backlog hién lwgng

céng
viéc ban
dau
La khéach hang, | Chinh stra co sé dit liéu 5
t6i mudn thém
mét cudn sach Tao trang web (UI) 8
vao trong gié | Tao trang web (nghiép vu 13
hang Javascript)
Viét kiém thu chap nhan ty 13
dong
Cap nhat trang trg gitp khach 3
hang
Cai thién higu | Hop nhat ma DCP va hoan 5
suat xir ly giao | thanh kiém thtr & muc tang
dich Hoan thanh may dat hang cho 8
pRank
Thay d6i DCP va b doc dé sir 13
dung API http cua pRank

Hinh 4. Vi du vé mét cdach dé tao Sprint Backlog

Khi két thac budi Lap ké hoach Sprint, Nhém Phat trién dua ra mot muc tiéu thuc té ma ho tin 12
c6 thé chuyén giao duoc vao cudi Sprint. Theo truyén thong, day duoc goi la Cam két Sprint -
nhém cam két 1am nhitng gi tot nhat c6 thé dé dat duoc muc tiéu cia minh. Khong may, diéu nay
d6i khi dugc dién giai sai thanh mot 1o thé viét-bang-mau thay vi dugc hiéu 1a nhdm thuc sy “hét
minh vi n6”. Bé tranh sy hiéu 1am nay, muc tiéu-sprint can duoc xem nhu 13 mot “du bao” duoc
dung dé truyén dat téi Product Owner.

Scrum khuyén khich céc thanh vién da-k§ nang, thay vi chi “lam dting danh xung cua cong viéc”,
chang han “kiém thtr vién” thi chi lam céc cong viéc kiém thir. N6i cach khéc, cac thanh vién caa
Nhom Phét trién “di dén bat cir dau co viéc” va tro gitp hét sec minh. Néu c6 qué nhiéu cong viéc
lién quan dén kiém thir thi toan bg thanh vién Nhom Phat trién cd thé hd trg. Didu nay khong c6
nghia 14 tit ca moi ngudi déu da nang; mot vai ngudi gioi ky ning kiém thir (cling nhu viéc khéc)
nhung cac thanh vién Nhdm Phat trién 1am viéc cuing nhau va hoc thém céc ki nang méi. Do vay,
khi thiét 1ap va udc lugng cong viéc trong Lap ké hoach Sprint, moi nguoi khong nhat thiét - va
cling khong nén - lya chon cac cong viéc ma “minh co thé 1am tét nhat”. Thay vao d6, tot hon hét
1a chi chon mét cong viéc tai mot thoi diém, dong thoi cling nén xem xét lwa chon céc cong viéc
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véi muc dich thuc day viéc hoc (chang han bang céch 1am viéc clng véi mot chuyén gia). Day
cling 12 mét 1i do dé khong gan trudc cong viéc trong budi Lap ké hoach Sprint, thay vao dé nén
dé viéc nay dién ra “khi can thiét” trong sudt Sprint.

Tét ca nhitng diéu nay ¥ néi rang, hiém khi John phai lam mét cong viéc nhat dinh nao dé chi vi
dbi voi nhitng ngudi khac thi viéc nay mat qua nhiéu thoi gian hoic 1a ho khéng thé hoc dugc -
chang han John 1a nguoi duy nhat c6 ki nang nghé thuat dé vé tranh. Nhiing thanh vién khac cua
Nhom Phat trién s& khong thé v& ndi mot “ngudi que” (stick man) néu ho cr mai phu thugc vao
ngudi khac. Trong trudng hop hiém gap nay - con néu n6 1a khéng hiém hoic khdng tro nén it hon
khi Nhdm hoc duoc nhiéu hon thi c¢6 nghia 1a ¢6 diéu gi d6 khong on dang xay ra - ¢ thé s& phai
dat ra cau hoi lidu tong luong cong viéc da dua vao ké hoach ma can John xt Iy ¢6 thé lam xong
trong Sprint ngan nay hay khéng.

Nhiéu nhom cé Sprint Backlog dudi dang mot bang cong viéc treo tudng (thuong duoc goi la
Bang Scrum). Trong sudt Sprint, cac cng viéc (viét trén cac manh gidy dan) duoc chuyén qua lai
gitta cac cot duge dan nhan 1a “Viéc can 1am”, “Viéce dang 1am”, va “Hoan thanh”. Xem Hinh 5.

Hinh 5. Qudn ly Truc quan - Cac cong viéc cua Sprint Backlog dan trén twong

Mot trong cac tru cot caa Scrum 1a mot khi Nhém Phat trién da thiét 1ap muc tiéu cho Sprint thi
bat cir sy bo sung hay thay doi nao ciing phai duoc i lai cho dén Sprint tiép theo. Diéu nay co
nghia 14 néu dén gitra Sprint ma Product Owner quyét dinh Nhom phai trién khai mot hang muc
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méi thi khong thé thay doi ngay ma can cho dén khi bat dau Sprint tiép theo. Néu mot yéu té tir
bén ngoai xuat hién dan dén su thay d6i dang ké d6 wu tién, va Nhom s& 1ang phi thoi gian caa ho
néu tiép tuc 1am viéc thi Product Owner hoac Nhém c6 thé két thic Sprint. Nhém nging 1am viéc
va mot budi Lap ké hoach Sprint méi duoc trién khai dé bat dau Sprint méi. Su gian doan gy ra
boi viéc nay thuong 1 rat 16n, du dé khién Product Owner va Nhom Phét trién phai can nhéc ky
cang trude khi di dén cac quyét dinh gay cin nhu vay.

C6 mot tac ddng manh mé va tich cuc xuit phat tir visc Nhém Phat trién duoc bao vé khoi cac
thay d6i muc tiéu trong suét Sprint. Thar nhat, Nhém bét dau 1am viéc khi biét chic chan tuyét ddi
rang muc tiéu caa ho khong thay doi, diéu nay giip Nhém Phat trién tap trung hon vao viéc hoan
thanh nhiém vy. Thir hai, né bugc Product Owner phai suy nghi that k§ vé cac hang muc duoc
danh gia wu tién trong Product Backlog va chuyén cho Nhom thuc hién trong Sprint.

Khi tuan tha cac quy tac nay ciia Scrum thi Product Owner duoc huong loi ¢ hai diém. Thir nhét,
anh ta c6 thé tin twéng rang Nhom Phét trién da cam két 1am viéc hét minh dé hoan thanh tap cac
cong viéc thuc té va rd rang ma ho da chon. Theo thoi gian, mot Nhdm Phat trién co thé trg nén
thanh thao trong viéc lua chon va chuyén giao mot dy béao thuc té. Thi hai, Product Owner c6 thé
thuc hién bat cir sy thay doi ndo minh mudn véi Product Backlog trudc khi bat dau Sprint tiép
theo. O thoi diém d6, moi su bd sung, loai bo, stra doi, va tai-danh-gié-uu-tién déu c6 thé thuc hién
va dugc chap nhan. Trong khi Product Owner khong dugc phép thay doi cac hang muc dang duoc
trién khai trong Sprint hién tai thi anh ta ciing chi phai cho doi trong khoang thoi gian cia mot
Sprint hodc it hon dé dua vao bat ctr su thay doi ndo ma minh muén. C6 nhiéu dau hiéu din dén
su thay doi - thay doi huéng phét trién, thay d6i yéu cau, hay don gian chi la thay d6i suy nghi -
va c6 thé day 1a 1i do khién cac Product Owner thudng say mé Scrum nhu bat ctr ai khac.

Scrum Hing ngay
Tém lwoc: Cap nhat va phdi hop giira cac thanh vién Nhom Phat trién.

Thanh phan tham dw: Nhém Phat trién bit budc c6 mat; Product Owner khdng bat budc.
ScrumMaster thuong c6 mit dé dam bao Nhom Phat trién tién hanh tét su kién nay.

Thai gian: Téi da 15 pht.

Mot khi Sprint bat dau, Nhém Phat trién thuc hién mot ki thuat cot I18i khac cua Scrum do6 1a:
Scrum Hiang ngay. Pay 1a mét budi trao doi ngan (15 phat hoic it hon) dién ra hiang ngay vao
mot thoi gian 4n dinh san. T4t ca cac thanh vién cua Nhém Phat trién déu tham du. DBé dam bao
ngan gon, tat ca moi ngudi déu nén dung. Pay chinh 13 co hoi dé Nhom dong bo cong viéc va
thdng bao cho nhau biét vé cac tro ngai gap phai. Trong budi Scrum Hang ngay, ting thanh vién
mét lan luot trinh bay véi moi ngieoi ba thi: (1) Minh d3 lam duoc gi ké tir budi gap mat trudc?;
(2) Minh s& 1am nhitng gi tir bay gio dén budi gap mit tiép theo?; va (3) Minh gap phai tré ngai
gi?. Luu ¥ rang budi Scrum Hang ngay khdng phai 1a mét budi béo céo tién do cho mot ngudi
quan ly; ma né 1a luc dé cac thanh vién cua Nhdm Phat trién tu-t6 chirc c6 thé chia sé véi nhau vé
tinh hinh céng viéc, gitp ho phdi hop tét hon. Mot thanh vién ghi lai cac khé khan, sau d6
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ScrumMaster chiju trach nhiém gidp cac thanh vién Nhém giai quyét ching. Khéng nén c6 hoic
néu ¢ thi chi nén han ché cac cudc thao luan chi tiét trong sudt budi Scrum Hang ngay. Noi dung
chinh caa budi trao d6i 1a trinh bay cau tra loi cho ba cau hoi & trén. Néu can thiét phai thao luan
thi nén té chirc ngay sau khi két thic budi Scrum Hang ngay, chia thanh mot hoic nhiéu cac nhém
thao luan cuing luc, tuy nhién, trong Scrum thi khéng ai phai bét budc tham gia cac cudc hop nay
ca. Cac cudc thao luan nay chinh la dé mot vai thanh vién hoic toan bo Nhém thich nghi véi cac
thdng tin nhan duoc trong budi Scrum Hang ngay: noi cach khac, dy ciing chinh 12 mot chu trinh
thanh tra va thich nghi nira ciia Scrum. Déi véi nhitng Nhém Phat trién méi sir dung Scrum, khdng
nén dé nhimg ngudi quan |y hay nhimg ngudi & vi tri c6 quyén luc tham du budi Scrum Hang
ngay. N6 s& 1am cho Nhém Phat trién cam thay “bi giam sat” - tao ra &p luc dé béo cao tién do tot
hon hang ngay (day 1a ky vong khong thuc té) va ngai dua ra cac van dé - va nd gay nguy hai dén
tinh tu quan cua Nhém Phét trién, dan dén tinh trang quan ly vat (micro-management). Sé 1 c6
ich hon néu cac bén lién quan dén gap Nhom Phat trién sau budi trao d6i nay va cung cap sy gidp
dd can thiét dé loai bo nhirng tro ngai dang lam cham tién d6 cua Nhdm Phat trién.

Theo di tién dd trong suét Sprint

Nhom trong Scrum hoat dong theo co ché ty quan, va dé dam bao thanh cong thi ho can phai nam
duoc tinh hinh cdng viéc caa minh. Hang ngay, cac thanh vién Nhom Phét trién cap nhat woc tinh
khéi lwong cdng viéc con lai dé hoan tat cong viéc minh dang lam trén Sprint Backlog (Hinh 6).
Ai d6 s& cong toan bo lugng cong viéc caa con lai cho ca nhom rdi vé 1én Biéu do Sprint
Burndown (Hinh 7 va Hinh 8). Biéu d6 nay thé hién con s woc tinh cap nhat hang ngay vé khoi
luong cong viéc con lai cho dén khi Nhém hoan tat toan bo. Trong truong hop 1y tuong, no sé la
mot do thi di xuéng theo mot quy dao dat téi “cong viéc con lai bang 0” vao ngay cudi cung cua
Sprint. Chinh vi diéu nay nén n6 duoc goi 1a biéu d6 burndown. Doi khi né nhin c¢6 vé 6n, nhung
thudng thi khéng dugc nhu vdy; ddy chinh 1a thyc té ca viéc phét trién san pham. Piéu quan trong
nhét & day 1a n6 cho Nhom biét tién d6 ciia minh hudng dén muc tiéu chung, khdng phai bang tong
s6 gio da bo ra trong qua khir (mét thong sé khong ¢ ¥ nghia xét vé mat tién dg) ma bang tong
s6 gid con lai can phdi lam trong tirong lai - day ciing chinh 13 khoang cach ma Nhom Phat trién
can phai vuot qua dé di dén dich. Néu duong dd thi khong di xudng hudng dén diém hoan thanh
& gan cudi Sprint thi Nhdm Phat trién can phai diéu chinh, chang han nhu thu nho pham vi cong
viéc hoic tim cach dé lam viéc hiéu qua hon trong khi van gii nhip d6 6n dinh.

Mic du biéu @6 Sprint Burndown c6 thé dugc tao va hién thi trén mot bang tinh dién tir, c6 nhiéu
Nhém cam thay hiéu qua hon khi v& trén mot to gidy dan trén twdng & noi lam viéc rdi cap nhat
bang but viét; giai phap “cong nghé-thip/tiép xdc-cao” (low-tech/high-touch) nay kha nhanh, don
gian va thudng truc quan hon so véi mot biéu @6 trén may tinh.
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U'éc tinh Khai lweng cong viéc

Con lai vao cudi Ngay...

Hang muc Cong viéc caa Sprint Nguoi | Uéctinh | 1|2 |3 14|5)6
Product thuc khoi
Backlog hién luwgng
céng
viéc ban
dau
La khach hang, | Chinh stra co s dit ligu Sanjay 5 4 13 /01]010
t6i mudn thém :
mot cudn séch Tao trang web (UI) Jing 3 3 |3
vao trong gio | Tao trang web (nghiép vu Tracy 2 2 1212 |1
hang Javascript) & Sam
Viét kiém thu chap nhan ty Sarah 5 5151|5510
dong
Cap nhat trang tro gidp khach | Sanjay 3 31313 1(3 10
hang & Jing
Cai thi¢n hiéu | Hop nhat ma DCP va hoan 5 5|5 |5|5|5
suat xir ly giao | thanh kiém thir & muc tang
dich

Hoan thanh may dat hang cho
pRank

Thay d6i DCP va bo doc dé sir
dung API http cua pRank

Hinh 6. Cdp nhdt Hang ngay lwong cong viéc con lgi trén Sprint Backlog
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Hinh 7. Biéu do Sprint Burndown

Hinh 8. Quan Iy Truc quan: Biéu do Sprint Burndown vé bang tay
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Lam min Product Backlog

Toém lwgc: Chia nho cac hang muc 16n, phén tich cac hang muc, tai-udc lugng, tai-danh gia do wu
tién cua cac hang muc danh cho cac Sprint sdp téi.

Thanh phan tham dw: Nhém Phat trién; Product Owner s& tham du toan bé hoat dong nay néu
anh ta 1a mot chuy@n gia c6 thé tro gitp Nhom trong viéc lam min chi tiét, néu khong thi chi can
tham du mot lac dé dinh hudng va gidp tai-danh gia d6 wu tién; nhimg ngudi ndo am hiéu cac yéu
cau va cd thé tro gidp Nhém Phat trién; ScrumMaster s& tham du ¢ nhitng phién dau tién dé huin
luyén cho nhém cach 1am viéc hiéu qua, con lai thi khdng can thiét phai tham du.

Thoi gian: Thong thuong khong kéo dai hon 10% thoi gian cia Nhoém Phét trién danh cho Sprint,
d6i khi can nhiéu hon ddi vai cac hang muc “khing”. Vi du, d6i vi mot Sprint hai tuan thi cé thé
danh mét ngay dé lam min.

Mot khuyén nghi gia tri nhung it duoc biét dén trong Scrum d6 1a nén danh mot phan thoi gian
ctia cac Sprint cho viéc 1am min (hay “chai chuét”) Product Backlog nham phuc vu cho cac Sprint
sap toi. Viéc nay bao gdm phan tich chi tiét cac yéu cau, phan tach cac hang muc Ién thanh cac
hang muc nho hon, wdc tinh cac hang muc méi, va wéc tinh lai cdc hang muc da c6. Scrum khong
dé cap dén cach dé thyc hién viéc nay, nhung mot ky thuat thuong xuyén duoc sir dung d6 1a to
chirc mot phién lam viéc tap trung ¢ giai doan giira hodc cudi Sprint, né sé& gitp cho Nhoém Phét
trién va Product Owner ciing cac bén lién quan khéc c6 thé tham du ma khéng bi gian doan cong
Viéc.

Hoat @ong lam min nay khéng phai la danh cho cac hang muc da duoc lua chon cho Sprint hién
tai; ma né duoc danh cho cac hang muc dung trong tuong lai, thuong thi trong mot hay hai Sprint
tiép theo. Khi ap dung k§ thuat nay, budi Lap ké hoach Sprint s& tro nén tuong ddi don gian boi vi
Product Owner va Nhém Scrum bét dau lap ké hoach vai tap cac hang muc rd rang, da dugc phan
tich k§ va wéc tinh can than. Mét dau hiéu cho thy phién 1am min nay khdng duoc thuc hién (hoac
khong duoc thuc hién tdt) 1a budi Lap ké hoach Sprint co tuong ddi nhiéu cau hoi, kham pha, hoic
nham 14n va c6 cam giac chua ddy du; do d6 budi 1ap ké hoach cong viéc thuong 1an sang thoi
gian cua Sprint, day 1a mot hé qua khéng mong muén.

So két Sprint
Tém hrgc: Thanh tra va thich nghi lién quan dén phan ting trudng cua chirc nang san pham.

Thanh phan tham dw: Nhém Phét trién, Product Owner, ScrumMaster. Cac bén lién quan khac
dugc Product Owner mai néu phu hop.

Thai gian: Pong khung trong vong mot gio twong tng véi mot tuan 1am viéc cua Sprint.

Sau khi Sprint két thic thi dién ra budi So' két Sprint (Sprint Review), day I noi ma moi ngudi
ra soat lai két qua caa Sprint. Nhitng ngudi ¢6 mat ¢ sy kién nay 1a Product Owner, cac thanh vién
Nhom, va ScrumMaster, ngoai ra ¢ thém khach hang, nguoi dung, cac bén lién quan, cac chuyén
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gia, cic lanh dao, va bét c ai quan tam. D6i vi mot Sprint hai tuan thi thoi gian téi da 1a hai gio
ddng ho. Bat cir ai c6 mat déu ¢ thé tu do dua ra cau hoi va dong gop ¥ kién.

Budi So két Sprint thuong bi goi sai 1a budi “demo”, né khong bao ham duoc ¥ nghia thuc su cua
su kién nay. Mot y tueong cha dao trong Scrum la thanh tra va thich nghi. N6 nhim xem xét va
hoc tir nhitng gi dang xay ra roi cai tién dya trén phan hoi, chu trinh nay duoc lap di lap lai nhu
vay. So két Sprint 1a mot hoat dong thanh tra va thich nghi cho san pham. Pay 1a lic ma Product
Owner tim hiéu dé nam tinh hinh cua san pham va caa Nhém Phat trién (dung vay, mot budi so
két cua Sprint); con ddi véi Nhom thi ho tim hiéu dé nim duoc tinh hinh caa Product Owner va
cua thi trudng. Theo d6, mot thanh t quan trong cua budi So két Sprint 12 su trao déi gitta Nhém
Phat trién va Product Owner dé tim hiéu vé tinh hinh, ghi nhan cac khuyén nghi, v.v.. Hoat dong
So két Sprint chan chan phai bao gém viéc tryc tiép s dung phan mém ma nhém da xay dung
trong sudt Sprint, nhung néu tap trung qué nhiéu vao phan mém ma khong ¢ trao doi thi s& dan
dén mat can bang.

Thoi gian danh cho “tryc tiép sir dung phan mém” trong budi So két Sprint khong phai 1a mot
“budi trinh dién” ciia Nhém - khong c6 céc thiét bi trinh chiéu. N6 ¢ nghia 1a mot budi kiém tra
phan mém thyc té dang chay truc tiép, vi du nhu trong mot méi truong phét trién duoc cach ly. Co
mot may tinh hozc nhiéu hon & noi dién ra budi So két Sprint dé moi ngudi ¢6 thé truc tiép kiém
tra va str dung phan mém. S& la rat t6t néu c6 mot phién dé nguoi ding thuc su va Product Owner
cha dong twong tac véi phan mém, thay vi chi chd xem mot phién trinh dién tir Nhom.

C6 gang chi danh khéng qué 30 phat chuan bi cho budi So két Sprint, néu khong thi ¢6 nghia 1a
c6 diéu gi d6 khong on.

Cai tien Sprint
Tém hrgc: Thanh tra va thich nghi lién quan dén quy trinh va méi truong.

Thanh phan tham dw: Nhém Phat trién, ScrumMaster, Product Owner (khong bat bugc). Céc bén
lien quan khéc c6 thé duoc Nhoém Phat trién moi, con néu khong thi khong dugc phép tham du.

Thai gian: Pong khung trong 45 phut twong tng vai mot tuan 1am viéc caa Sprint.

Budi So két Sprint 1a dé thuc hién thanh tra va thich nghi lién quan dén san pham. Budi Cai tién
Sprint dién ra ngay sau So két Sprint 1a dé thuc hién thanh tra va thich nghi lién quan dén quy
trinh va méi trieong. Day 1a co hoi dé Nhom Phat trién thao luan nhiing thir dang 1am tét va nhiing
thir khéng 1am tét, tir d6 thong nhat cac thay doi can thyc hién. Doi khi ScrumMaster c6 thé dong
vai trd 1a mot ngudi hd tro hiéu qua cho budi Cai tién, nhung t6t hon 14 tim mot ngudi khéc tir bén
ngoai dé hd trg hoat dong nay; mot cach lam tét hay dugng dung 1a ScrumMaster caa Nhém Phét
trién nay hd tro budi cai tién cho nhom khac, diéu nay ciing gitp tao ra trao-doi-chéo giira cac
Nhom Phat trién.

C6 nhiéu k§y thuat dé tién hanh mot budi Cai tién Sprint, cudn sach Agile Retrospectives (do Derby
va Larsen viét nam 2006) c6 cung cip mot danh sach rat hitu ich cua cac ky thuat nay.
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Nhiéu nhém cé gitr cho budi cai tién chi tap trung vao céc vdn deé, viéc nay la rat khong tét. N6 co
thé dan dén viéc moi nguoi nghi vé budi cai tién nhu mot sy kién chan nan va tiéu cuc. Thay vao
d6, hiy dam bao rang tat ca cac budi Cai tién ciing c6 tap trung vao nhitng diém manh va tich cuc;
c6 mot vai cudn sach vé khai thdac diém manh (Appreciative Inquiry) cung cap cac meo chi tiét
hon vé viéc nay.

Néu cac budi cai tién ctr st dung mai mot ki thuat thi c6 thé dan dén budn chan, do dé nén st
dung mat vai ki thuat dé thay ddi theo thoi gian.

Bat dau Sprint tiép theo

Ngay sau budi So két Sprint, Product Owner cd thé cap nhat Product Backlog véi nhitng thdng tin
mai - thém cac hang muc mai, loai bo nhirng hang muc khéng con phu hop, hoac chinh sira nhitng
hang muc dang c6. Product Owner chiu trach nhiém dam bao rang moi thay doi nay duoc thé hién
& trong Product Backlog. Xem Hinh 9 dé tham khao mét vi du vé viéc cap nhat Product Backlog.

U'éc lwgng cong viéc cha Sprint...
Po Hang muc Chi | Kich | 1 2 3 |14|5]|6
uu tiet thué
tién (Wiki c
URL) | Uéc
tinh
Ban
i dau
1 La mot khach hang, t6i muon dua mot cuon 5 0 0 0
sach vao gio hang (xem phac thao giao dién
trén trang wiki)
2 | La mot khéach hang, t6i mudn xda mét cudn 2 |0 0 0
sach khoi gio hang
3 Cai thién hi¢u nang xtr Iy giao dich (xem cac 13 |13 |0 0
théng s6 hiéu nang mong muon trong wiki)
4 | Nghién ctu giai phap dé ting toc viéc xac 20 |20 |20 |0
nhan the tin dung (xem cac thdng so hi¢u
nang mong muon trong wiki)
5 | Cap nhat tat ca cac may dich vu Ién Apache 13 [13 |13 |13
2.2.3
6 Chan doan va stra 16 ciia doan ma xtr Iy hoa 3 3 3 3
don (bugzilla ID 14823)
7 | La mot nguoi mua hang, t6i mudn tao va luu 40 |40 |40 |40
lai mot danh sach yéu thich
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8 | La mot nguoi mua hang, tdi mudn thém va | ... 20 [20 [20 |20
x6a cé&c hang muc trong danh sach yéu thich
caa minh

537 580 570 500

Hinh 9. Cap nhdt Product Backlog

Khong c6 thoi gian nghi giita cac Sprint - cac Nhom Phat trién thuong chuyén tir budi Cai tién
Sprint chiéu hom trudc sang budi Lap ké hoach Sprint ngay sang hdm say (hozc sau cudi tuan).

Mt trong nhitng nguyén Iy caa phét trién linh hoat d6 1a “nhip d6 6n dinh”, va dé dam bao dugc
cac chu trinh nay tiép tuc mai thi chi cé cach 1a Nhém danh thoi gian 1am viéc & mutc do hop ly.
Ning suét & tang theo thoi gian bang viéc cai tién cac ki thuat 1am viéc caa Nhém Phat trién, va
loai bo céc tré ngai anh huong dén nang suat, chi khdng phai bang cach lam viéc qua sic hay thoa
hiép vé chat lugng.

Céc Sprint s& duoc tiép tuc mai cho dén khi Product Owner quyét dinh rang san pham di san sang
dé phat hanh. Tam nhin hoan hao cua Scrum 1a san pham c6 thé dugc chuyén giao vao mdi cudi
Sprint, diéu ndy c6 nghia 1a khong can 1am nhitng cong viéc dé tong két, chang han nhu 13 kiém
thir hoac viét tai liéu. N6 ham y 1a tt ca moi thir da dugc hoan thién toan bo trong mdi Sprint; thuc
té 1a ban c6 thé chuyén giao hoac trién khai san pham ngay sau budi So két Sprint. Tuy nhién,
nhiéu t6 chie dang so hitu nhitng k thuat phat trién, céng cu va co s ha tang rat kém, dan dén
viéc khong dat duoc tim nhin hoan hao nay va can dén mot “Sprint Phat hanh” dé giai quyét cac
cong viéc ton dong. Néu phai nho dén mot “Sprint Phat hanh” thi can xem d6 1a mot tham hoa va
nhiém vu cua té chic 1a phai cai thién cac ky thuat dé diéu nay khdng con xay ra nira.

Quan ly Phat hanh

Mot cau hoi thinh thoang duoc dua ra 1a 1am thé nao dé 1ap ké hoach phét hanh dai han khi st
dung mé hinh phat trién lap. Co hai truong hop can xem xét: (1) mot san pham mai véi ban phéat
hanh dau tién, va (2) mot san pham da ton tai voi ban phat hanh méi.

Trong truong hop caa mot san pham mai, hodc 1a mét san phdam da ton tai nhung vira méi ap dung
Scrum, can phai tién hanh 1am min Product Backlog ban dau trudc khi khoi dong Sprint dau tién,
day chinh 1a lac dé Product Owner va Nhém Phét trién dinh hinh mot Product Backlog phu hop.
Viéc nay c6 thé mat vai ngay hoac mot tuan, né bao gom mét phién lam viéc (doi khi dugc goi 12
budi Xay dung Product Backlog Ban dau hodc Lap ké hoach Phat hanh), mot s6 phan tich chi tiét
c4c y8u cau, va udc tinh tat ca cac hang muc da duoc xac dinh cho lan phat hanh dau tién.

Mot diéu ngac nhién la trong Scrum, ddi voi mot san pham da ton tai va da c6 Product Backlog thi
khdng can téi bat ca mot sy kién 16n va dic biét nao dé 1ap ké hoach phat hanh cho lan phat hanh
ké tiép. Tai sa0? Tai vi Product Owner va Nhom Phat trién da trién khai 1am min Product Backlog
trong ting Sprint (ndm hodc mudi phan tram thoi gian cua mdi Sprint), lién tuc chuan bj cho tuong
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lai. Hinh thirc phét trién san pham lién tuc nay tranh duoc su can thiét cia cac giai doan roi rac 1a
chuan bi-thuc thi-két thuc nhu duoc nhin thay trong vong doi cua phuong phap phat trién tuan tu
truyén thong.

Trong phién lam min Product Backlog ban dau va trong céc budi lam min Product Backlog ¢ mdi
Sprint, Nhém Phat trién va Product Owner s& tién hanh 1ap ké hoach phat hanh, 1am min cac uéc
tinh cling nhu d6 wu tién va cac ndi dung khac khi ma ho da hoc duoc nhiting thir mai.

Mot s6 ban phat hanh duoc dinh hudng theo ngay; vi dyu: “Chiing ta s& phéat hanh phién ban 2.0
cua dir &n & mot hoi cho thwong mai vao ngay 10 thang 11”. Trong tinh hudng nay, Nhém Phat
trién s& ¢ ging hoan thanh cang nhiéu Sprint (va xay dung cang nhiéu tinh ning) cang tét trong
khoang thoi gian minh c6. Mot vai san pham khéc thi lai yéu cau mot sb tinh nang nhat dinh phai
duogc xay dung xong trude khi duoc coi 12 hoan thanh va san pham s& khong duge tung ra cho dén
khi cac yéu cau nay duoc thoa man, cho du ¢ phai cho doi 1au. Bai vi Scrum nhan manh vao viéc
lam ra ma c6 kha nang chuyén giao dwoc & mdi Sprint, Product Owner c6 thé lya chon dua ra cac
ban phat hanh tam thoi dé gitp khéach hang sém huong loi tir cac cong viéce da hoan tat.

Bai vi khach hang khong c6 kha ning biét truéc moi thi, nén hudng su tap trung vao viéc tao va
tinh chinh mét ké hoach cho phép mot huéng phat hanh rong hon, va néi rd huéng dé dua ra nhitng
quyét dinh lua chon trong tuong lai (vi du, quy md so véi lich trinh). Hiy coi d6 nhu mét 16 trinh
gilp ban dinh huéng vé phia dén dich cudi cing; con con dudng chinh xac ma ban s& di ciing nhu
cac quyét dinh ma ban dua ra thi s& duoc xac dinh doc theo hanh trinh.

Pich dén quan trong hon la hanh trinh.

Phan 16n cac Product Owner lya chon mét hinh thicc phat hanh cu thé. Chang han, ho xéac dinh
mot ngay phét hanh, réi sau dé trao doi voi Nhém Phat trién dé udc tinh s6 hang muc Product
Backlog c6 thé hoan thanh vao ngay d6. Cac hang muc duoc du kién c6 mat trong ban phat hanh
hién tai d6i khi con dugc goi 1a hang myuc phat hanh. Trong cac truong hop doi hoi mot cam két
“gi4 ¢ dinh / ngay ¢ dinh / san pham ¢ dinh” - vi dy, phét trién theo hop dong - thi mét hoic
mét s trong cac tham sb nay phai dé mot phan dy trir danh cho su bat 6n va thay ddi; vé mat nay
thi Scrum khong khéc so véi cac phuong phap khac.

Tap trung vao Ung dung hoiic San pham

Déi véi cac san pham hoic ng dung - ké ca thuwong mai 13n str dung noi bo trong mot to chic -
Scrum chuyén tir mé hinh cii 1a huéng-dw &n sang md hinh phat trién izng dung/san pham lién tuc.
Khéng con cac dy an véi cac giai doan bat dau, & giita, va két thuc. Do 6, ciing khong con vai tro
quan ly dy &n truyén théng. Thay vao d6, can mot Product Owner 6n dinh va mot Nhom tu-quan
bén viing, hop tac véi nhau trong mot chudi “vo han” cac Sprint véi do dai ¢b dinh cho dén khi
san pham hoac tng dung duoc ngiing hd tro. Tat ca nhitng cong viéc can thiét lién quan dén quan
1y “dy 4n” déu dwoc xir ly boi Nhém Phat trién va Product Owner - ngudi trong vai tro 1a mot
khach hang noi bo hodc dén tir bo phan Quan ly San pham. N6 khong duoc quan ly boi mot quan
ly Cong nghé Théng tin hoic ai d6 dén tir Phong Quan ly Dy an.
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Scrum ciing c6 thé duoc dung cho céc dir &n thuc sy thudc dang giai phap chi ding mét lan (thay
vi 1am viéc dé tao ra hay cai tién cac tng dung lau dai); trong trudng hop nay ciing vay, Nhém
Phét trién va Product Owner dam nhiém céng viéc quan ly dy &n.

Diéu gi xay ra néu khong c6 du luong cdng viéc mai tir mot hoic nhiéu tng dung dang co dé dam
bao sy ton tai bén viing cua Nhém cho ting wng dung? Trong truong hop nay, mot Nhém bén
virng 6n dinh ¢6 thé 1y cac hang muc tir mot ang dung cho mot Sprint, sau d6 14y cac hang muc
tir g dung khéc cho Sprint tiép theo; trong tinh hudng nay cac Sprint thuong ngan, chang han
mot tuan.

Déi khi, khong ca c6 da cdng viéc méi cho giai phap & trén, Nhom c6 thé lay cac hang muc tir mét
vai (g dung cho mot Sprint; tuy nhién, hdy than trong véi cach 1am nay bai vi né ¢ thé dan dén
nang suat thap do lam viéc da nhiém giira nhiéu tng dung. Mot ndi dung co ban dé dam bao ning
Suit trong Scrum la dé cho Nhom chi tgp trung vao mat san pham hozc tng dung trong mot Sprint.

Cac thir thach Thwong gap

Scrum khong chi 13 mot tap hop cu thé céc ky thuat - ma quan trong hon, n6 1a mot khung lam
viéc thuc day tinh minh bach, va 1a mot co ché cho phép “thanh tra va thich nghi”. Scrum hoat
dong dua trén viéc 1am rd nhiing bat 6n va tro ngai gay anh hudng dén hiéu qua caa Product Owner
va Nhom, nho vay ma ching cé thé duoc xir ly tot. Vi du, Product Owner c6 thé khdng hiéu rd vé
thi trudng, cac tinh nang, hodc khdng biét cach udc tinh gi tri thuong mai twong ddi cia cac tinh
ning ndy. Hoac Nhom Phét trién khdng nim rd ki ning dé wac tinh khéi lugng cong viéc hoic
tién hanh phat trién.

Khung lam viéc Scrum gidp nhanh chéng phat hién ra cac yéu diém nay. Scrum khdng giai quyét
c4c van dé cua viéc phat trién; ma gidp chang hién 1én mot cach nhiic nhdi, va cung cip mot nén
tang dé moi ngudi ¢6 thé tim ra cach giai quyét cac van dé trong nhitng chu trinh ngén véi cac thir
nghiém cai tién nho.

Gia sir Nhém Phat trién that bai trong viéc chuyén giao nhiing gi ma ho da du bao trong Sprint dau
tién do yéu kém vé k¥ ning phan tich va udc lugng cong viéc. Ho s& cam thiy day 1a mot that bai.
Nhung trong thyc té, kinh nghiém nay 1a mot budc khai dau can thiét dé giap ho tré nén thyc thé
va than trong hon trong cac du b4o cua minh. Viéc Scrum gilp l1am rd cac bat 6n, cho phép Nhém
tim céch giai quyét chiing 1a co ché can ban tao nén nhitng loi ich to Ién ma Nhom st dung Scrum
trai qua

Mot 15 hay mac phai d6 1a khi gap phai kho khin véi mot k§ thuat Scrum nao d6 thi lai ¢é ging
chinh sira Scrum. Vi du, Cac nhém gap kho khin trong viéc chuyén giao san pham thi c6 thé quyét
dinh cho phép kéo dai thoi gian cua Sprint dé khéng bao gio bi thiéu thoi gian nita - va qua trinh
nay dan dén viéc ho s& khdng bao gio phai hoc cach ude lugng va quan ly thoi gian tot hon. Bang
cach nay, khi khdng c6 su huan luyén va hd tro caa mot ScrumMaster ¢6 kinh nghiém, céc to chuc
c6 thé bién ddi Scrum thanh mot ban sao cua nhitng yéu diém va bat 6n cua chinh ho, va pha hay
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loi ich thuc sw ma Scrum mang lai d6 1a: Lam rd nhitng mat tot va nhitng mit xau, va trao cho to
chtrc co hdi dé nang ho 18n mot tim cao méi.

Mt 13 nita cling hay méc phai d6 1a cho ring mot ky thuat nao d6 khong duoc khuyén khich hozc
cdm st dung chi bai vi Scrum khong yéu cau nd mot cach cu thé. Vi du, Scrum khéng yéu cau
Product Owner phai dwa ra mot chién lugc dai han cho san phiam cta minh; né ciing khong yéu
cau cac ky su phai tham khao y kién cua nhitng ky su giau kinh nghiém hon khi d6i mat véi céc
van d& k§y thuat phuc tap. Scrum danh quyén quyét dinh viéc nay cho nhitng ca nhan lién quan; va
trong phan Ion cac trudng hop thi ca hai ki thuat nay (cung véi nhiéu ky thuat khac) déu duoc
thuc hién tdt.

Mot diéu nira can phai than trong d6 1a khi nhitng nguoi quan 1y ap dat Scrum 1én cac Nhom cua
minh; Scrum hudng dén viéc trao cho Nhém khong gian va cong cu dé ho tu quan 1y, viéc ép budc
tir bén trén xubng khong phai 1a mot céng thac cho thanh cong. Mot céach tdt cd thé 1a bat dau cho
mot Nhoém hoc Scrum tir mot dong nghiép hodc mot ngudi quan 1y, ho s& duge dao tao chuyén
mon day du, rdi sau d6 di dén quyét dinh véi tu cach 1a mot Nhoém dé tuan thi chat ché nhiing ky
thuat da duoc day trong mot khoang thoi gian nhat dinh; khi két thac giai doan nay, Nhém sé& danh
gia trai nghiém ctia minh va quyét dinh liéu c6 tiép tuc hay khong.

Mot tin tot d6 1a trong khi Sprint du tién thuong |4 rat khé khan ddi vai Nhém, thi cac loi ich cua
Scrum sé& dugc boc 16 ngay sau d6 1am cho nhiéu Nhém Scrum méi phai thét 1én: “Scrum kho that,
nhung chic chan né tét hon rat nhiéu so véi nhiing thir ma ching t6i da lam trudce do!”.
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Phu luc A: Tham khao Thém

C6 khé nhiéu tai liéu vé Scrum. Trong phan tham khao nay, ching t6i muén liét ké mot vai tai liéu
truc tuyén va mot sé cudn sach.

Tai liéu truc tuyén:

The Lean Primer - An introduction to Lean Thinking, an important influence to Scrum.
http://www.leanprimer.com

The Distributed Scrum Primer - Additional tips for teams who aren’t co-located.
http://www.goodagile.com/distributedscrumprimer/

The ScrumMaster Checklist - A list of question that good ScrumMasters use.
http://www.scrummasterchecklist.org/

Feature Team Primer - Scaling Scrum with Feature Teams, http://www.featureteams.org

The Agile Atlas - Core Scrum. ScrumAlliance description of Scrum.
http://agileatlas.org/atlas/scrum

Scrum Guide - Scrum.org description of Scrum. http://www.scrum.org/Scrum-Guides

Aqgile Contracts Primer - How to make Scrum-friendly contracts.
http://www.agilecontracts.org/

Leading Teams - Richard Hackman

Scaling Lean & Agile Development: Thinking and Organizational Tools for Large-Scale
Scrum - Craig Larman, Bas Vodde

Practices for Scaling Lean & Agile Development: Large, Multisite, and Offshore Product
Development with Large-Scale Scrum - Craig Larman, Bas Vodde

Agile Project Management with Scrum - Ken Schwaber

Succeeding with Agile: Software Development using Scrum - Mike Cohn
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Phu luc B: Thuat ngir

Burn Down

Xu hudng cua cbng viéc con lai xuyén suét thoi gian cua mot Sprint, mot Ban phat hanh, hoac mot
San pham. Ngudn dit liéu tho duoc Iy tir Sprint Backlog va Product Backlog, khéi luong cong
viéc con lai dugc thé hién & truc doc (truc tung) con thoi gian (cac ngay caa Sprint, hoic cac Sprint)
duoc thé hién & truc ngang (truc hoanh).

Daily Scrum - Scrum Hing ngay

Mét budi trao ddi ngan cua tirng Nhém dién ra hang ngay dé cac thanh vién Nhom thanh tra cong
viéc caa minh, ddng bo cong viéc va tién do, trinh bay cac tro ngai gap phai dé ScrumMaster c6
thé loai bo chiing. C6 thé dién ra cac cudc thao luan ngay sau d6 dé thich nghi phan cong viéc tiép
theo nham tdi uu hoéa Sprint.

Development Team - Nhém Phat trién

Mot trong ba vai trd trong Nhdm Scrum gém ScrumMaster, ProductOwner va Development Team.
Done - Hoan thanh

Khéi niém hoan thanh duogc théng nhat boi tat ca cac bén va tuan tha cac tiéu chuan, quy uéc, va
chi dan caa to chirc. Khi mot thir dugc coi 13 “hoan thanh” trong budi So két Sprint thi nd phai
tuan tha duoc dinh nghia da théng nhat nay.

Estimated Work Remaining (Sprint Backlog items) - Céng viéc Con lai Pwgce wée lwgng (cac
hang muc Sprint Backlog)

S6 gid con lai ma mot thanh vién Nhém udce tinh danh dé 1am viéc trén mot hang muc nao d6. U'éc
tinh nay duoc cap nhat vao mdi cudi ngay khi hang muc d6 da duoc trién khai. Con sé nay la tong
lwgng c6ng viéc con lai duge wdc tinh chir khdng phu thudc vao sé ngudi s& tham gia 1am viéc.
Increment - Phan ting truéng

Tinh ning ctia san pham dwoc Nhém xay dung trong tirng Sprint c6 kha nang chuyén giao duoc
hoac st dung baoi cac bén lién quan cua Product Owner.

Increment of Potentially Shippable Product Functionality - Phan tiing trwéng Tinh niing San
phiam C6 kha ning Chuyén giao dwoc

Mot I4t cat hoan chinh caa tong thé san pham hoic hé thong ma Product Owner hoic cac bén lién
quan cd thé st dung néu ho mudn trién khai.

Sprint

Mbt phan doan, hoic mét chu trinh 13p véi cac cong viéc giéng nhau dé san xuit ra phan ting
truong cua san pham hoac hé thdng. N6 khong duoc phép kéo dai hon mot thang va thuong thi dai
hon mot tuan. Do dai cua Sprint dwoc ¢ dinh trong sudt qué trinh phat trién, va tat ca cac nhém
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cuing tham gia lam viéc trén mot san pham hozc hé théng thi st dung chung chu trinh ¢6 cing d6
dai.

Product Backlog

MGt danh séch wu tién chtra céc yéu cau véi thoi gian ude tinh can thiét dé phét trién thanh tinh
nang san pham. Cac hang muc & phia trén caa Product Backlog ¢6 d6 uu tién cao hon thi duge uéc
tinh chinh x4c hon. Danh sach nay tién hoa va thay d6i khi cac diéu kién kinh doanh hoac céng
nghé thay doi.

Product Backlog Item - Hang muc Product Backlog

C4c yéu cau chuc ning, phi chirc ning, va cac van dé duoc danh gia d6 uu tién theo mirc d6 quan
trong ddi voi nghiép vu kinh doanh va su phu thudc 1an nhau, chung ciing duoc ude luong. Do
chinh xac cua viéc uéc tinh phu thudc vao do wu tién va muc chi tiét cia hang muc Product
Backlog, cac hang muc c¢6 d6 uu tién cao nhat c6 thé duoc lya chon cho Sprint tiép theo s& khé chi
tiét va chinh xac.

Product Owner

La nguoi chiu trach nhiém quan Iy Product Backlog véi muc tiéu ti wu hoa gia tri ciia san pham.
Product Owner ciing 1 ngudi dai dién cho quyén loi cia tat ca nhimg ai c6 lién quan dén du &n va
san pham duoc tao ra.

Scrum

Khoéng phai 1a mot tir viét tat ma nhimg co ché trong trd choi bong bau duc nham dua qua bong da
ra ngoai quay tro lai san.

ScrumMaster

La ngudi chiu trach nhiém vé quy trinh Scrum, dam bao né dugc trién khai diing va ti wu héa cac
lgi ich ma né mang lai.

Sprint Backlog

Danh sach cong viéc cia Nhdm trong mot Sprint. N6 thuong dugc phén tach thanh mot tap cac
nhiém vu chi tiét hon. Danh sach nay tién hoa trong sudt budi Lap ké hoach Sprint va c6 thé duoc
Nhom cap nhat trong sudt Sprint théng qua viéc loai bd mot sé hang muc hozc thém céc cong viéc
méi khi can thiét. Tirng hang muc cdng viéc trong Sprint Backlog duoc theo ddi trong sudt Sprint
va hién thi khéi luong cong viéc woc tinh con lai.

Sprint Backlog Task - Cdng viéc trong Sprint Backlog

La mot trong sé cac cdng viéc ma Nhém hoac thanh vién ciia Nhom xéc dinh 1a can phai thuc hién
dé bién cac hang muc Product Backlog thanh chire ning hé théng.

Sprint Planning - Lap ké hoach Sprint
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Mot su kién dugc dong khung trong bdn gio dong hd (ddi véi mot Sprint hai tuan) dé khoi dong
mot Sprint. Sy kién nay duoc chia 1am hai phan, mdi phan kéo dai hai gio va ciing dugc dong
khung nhu nhau. Trong phan dau tién, Product Owner trinh bay véi Nhém cac hang muc Product
Backlog co d6 wu tién cao nhat. Nhém Phat trién va Product Owner hop tac dé gidp Nhom Phat
trién xac dinh sb lwong hang muc Product Backlog ma ho c6 thé chuyén thanh tinh ning san phdm
trong Sprint sap din ra. Trong phan thir hai, Nhém Phat trién 1&n ké hoach dé thuc hién nhiém vu
da chon thdng qua viéc thiét ké va phan tach cac cong viéc nham biét dugc cach dé dat Muc tiéu
Sprint.

Sprint Retrospective - Cai tién Sprint

Mot sy kién duoc hd tro boi ScrumMaster dé toan bd Nhom Phat trién thao luan vé Sprint vira két
thGic nham tim ra nhimg thay d6i dé c6 thé 1am cho Sprint tiép theo tré' nén tha vi va ning suét
hon.

Sprint Review - So két Sprint

Mot su kién dugc dong khung trong hai gid dong ho (d6i véi mot Sprint hai tuan) dién ra & cudi
mdi Sprint d& Nhém Phét trién phdi hop véi Product Owner va cac bén lién quan nham thanh tra
két qua cua Sprint. N6 thuong bat dau bang viéc ra soét lai nhitng hang muc Product Backlog da
duoc hoan thanh, mot phién thao luan vé cac co hoi, han ché va rai ro, va mot phién thao luan vé
nhitng thir tot nhat ma ching ta nén 1am tiép theo (dan dén thay ddi trén Product Backlog). Chi
nhitng tinh niang ctia san pham da dwoc hoan thanh thi mai duoc trinh dién.

Stakeholder - Bén lién quan

Nhitng ngudi c6 quyén loi trong két qua caa du an, c6 thé 1a vi ho da dau tu cho no, hoic s& ding
no, hoic no s& anh hudng dén ho.

Team — Nhom (cach goi tat caa Development Team trong tai liéu Scrum Primer)

Mot doi lién-chie nang bao gdm nhitng ngudi chiu trach nhiém ty quan 1y dé phat trién mot phan
tang trudng san pham trong mdi Sprint.

Time box - Khung thai gian

Mot khoang thoi gian khong dugce phép kéo dai thém dé thuc hién mot su kién hoic hoat dong nao
d6. Vi du, mot budi Scrum Hang ngay dugc dong khung trong mudi 1am phit va bat budc két thlic
sau mudi 1am phat bat ké két qua nhu thé nao. B4i véi céc su kién, n6 c6 thé ngan hon. Con dbi
véi cac Sprint thi chiing phai c¢6 d6 dai chinh xac nhu thé.
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