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BAN TRUC TUYEN MIEN PHI

(khong dwgc phép in 4n tir ban nay)

Néu ban thich cudn sach nay, xin hay ho trg
tac gia va InfoQ bang cach
dat mua ban in cua cuon sach tai

http://www.lulu.com/content/899349 (gid ban 22,95%)

Cuon sach dugc cung cap tdi ban voi sy trg gidp cua

Info

Enterprise Software Development Community

ueue

Ban mién phi dugc ding tai trén trang web InfoQ.com, néu ban nhéan
dugc cudn sach nay tir bat cir ngudn nao xin hay hd tro tac gia va nha xuat
ban bang cach ding ky véi trang web InfoQ.com.

Cudn sach dwoc cung cap tai:

http://infog.com/minibooks/scrum-xp-from-the-trenches
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Scrum va XP tir nhitng Chién hao

Chiing t6i da Scrum nhw thé nao?

Tac gia: Henrik Kniberg

Dich: Nguyén Viét Khoa (TN), Bui Thanh Hai, Vii Thi Ha Thiao, Pham Anh Péi, Nguyén
Ngoc Ta, Dwong Lé Vinh, Nguyén Ba Truong, Nguyén Duy Hoang

Hiéu dinh va chu giai: Dwong Trong Tén

Ban Truc tuyén Mién phi
H? trg bé“mg cach mua ban in tai dia chi:

http://infog.com/minibooks/scrum-xp-from-the-trenches

Ban tiéng Viét dugc cung cap boi HanoiScrum tai:

http://hanoiscrum.net/hnscrum/resource

Moi d6p gop, phan hdi vé ban dich, xin lién hé hanoiscrum@gmail.com
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Loi cam on

Toi1 chi c6 mQt ngay cudi tuan dé soan ban thao dau tién cho cudn sach nady nhung chac chan do la
mot ngay lam viéc voi cudong dd cao! 150% tap trung cho cong vige :0)

Xin cam on v t61 la Sophia va cac con t6i Dave va Jenny da danh riéng cho t6i1 ngay cudi tuan
nay, va xin cadm on bo me vo t6i la Eva va Jorgen da téi gitp tdi cham soc gia dinh.

Ciing xin giri 10i cam on t6i cac ban dong nghiép cua t6i tai Crisp & Stockholm va nhimng nguoi
trong nhém Yahoo Scrumdevelopment da xem xét va giup toi trong viéc hoan thanh tai liéu nay.

Va cudi cling, xin cam on tit ca cac ban doc da cung cap cho t6i nhimng thong tin phan hdi hitu ich.
Dic biét, toi rat vui mung khi biét duoc bai viét cua toi da tac dong nhiéu dén cac ban trong viéc
sir dung Phuong phap Phat trién Phan mém Linh hoat (Agile)!
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Loi twa cua Jeff Sutherland

Cac Nhom can c6 hiéu biét co ban vé Scrum. Ban 1am thé nao dé tao va udc tinh mét Product
Backlog? Ban lam thé nao dé trién khai chung trong Sprint Backlog? Ban quan ly biéu do
Burndown va tinh toan toc d6 ciia Nhom nhu thé nao? Cudn sach cua Henrik 13 cong cu khoi
ngudn cho céac thyc hanh co ban, nd giup cac Nhom vuot qua trd ngai dé thuc hanh Scrum t6t hon.

Thuc hanh t6t Scrum ngdy cang trd 1én quan trong véi cac nhém mudn dugc dau tu dai han. La
nha hudn luyén Agile cho mot nhom dau tu mao hiém, toi tro giup v6i muc tiéu cua ho 1a chi dau
tu vao cac cong ty sir dung Agile va thyc hanh t6t phuong phép ndy. Senior Partner ciia nhom s&
moi tit ca cac cong ty trong danh muc dau tu néu ho biét duoc toe do cta cac Nhom cua cong ty
d6. Ho s& kho ma tra 101 ding dugc cau hoi d6 vao lic nay. Cac co hoi dau tu trong tuong lai s&
doi hoi nhitng nhém phat trién phan mém phai nim duoc tdc do san xuat ctia minh.

Tao sao diéu nay lai quan trong nhu vay? Néu cac Nhom khong biét duoc toc d6 cta minh,
Product Owner khong thé tao ra dugc 10 trinh dang tin cdy cho viéc phat hanh san pham. Néu
khong xac dinh dugc thoi diém phat hanh tin ciy, cong ty co thé s& that bai va cac nha dau tu s&
mat tring khoan tién cia ho.

Cac cong ty nao du 16n hay nho, méi hay cii, dugc tai tro hay khong duoc tai trg déu co thé phai
dbi mat v6i van dé nay. Tai m{t cudc thdo luan gﬁn day vé viée trién khai Scrum cua Google & mot
hoi thao t6 chitc & London, toi da hoi mot trong s6 135 ngudi vé viée ¢ bao nhiéu nguoi dang
trién khai Scrum va da nhan dugc 30 phan hdi tich cuc. Sau d6 tdi hoi tiép néu ho dang trién khai
phuong phép phat trién lap (iterative) theo chuan ctia Nokia. Phét trién 13p 1a nén tang trong Tuyén
ngodn Phat trién Phan mém Linh hoat (Agile Manifesto) — cho phép cung cap phin mém chay tot
nhanh hon va déu dan hon. Sau nhiéu nam cai tién véi hang trim Nhom Scrum, Nokia d3 dua ra
mot sd yéu cau co ban ddi véi phat trién lap:

e  Cac phan doan phai duoc dong khung vé thoi gian dudi séu tuan.
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e Mai ngudn phai duoc kiém thir boi QA® cudi mdi phan doan va phai chay dang yéu cau.

Trong s6 30 nguoi ndi rang ho dang trién khai Scrum, chi c6 mdt nira trong s6 d6 ndi ho dap ung
duogc nguyén tac dau tién ctia Tuyén ngdn Agile vdi cac tiéu chuan cia Nokia. To6i hoi ti€p néu ho
dap tng dugc cac chuan cia Nokia doi voi Scrum:

e Mot Nhom Scrum phai co mot Product Owner va biét rd vé ngudi do.
e  Product Owner phai tao ra mot Product Backlog vi cac udc tinh do Nhom dua ra.
e  Nhom phai c6 mot Biéu dd Burndown va biét dugc toc dd cia minh.

e  Khong ai ngoai Nhom duogc phép can thiép vao cong viéc ciia Nhom trong sudt thoi gian
trién khai mot Sprint.

Trong s6 30 nguoi dang trién khai Scrum, chi c6 3 nguoi qua dugce bai sat hach ciia Nokia doi véi
mot Nhém Scrum. Chi nhitng nhém nay méi nhan dugc cac dau tu trong tuong lai tir cac doi tac
dau tu mao hiém cua toi.

Gia tri ma cudn sach cua Henrik chinh 1a & chd néu ban tuan theo cac phuong phap thuc hanh ma
tac gia dua ra, ban s& c6 mot Product Backlog, cac uéc tinh cho Product Backlog, mot Biéu db
Burndown, va biét dugc toc d6 cia Nhém cung v6i nhiéu phuong phép thuc hanh quan trong khac
danh cho viéc trién khai Scrum hiéu qua hon.

Ban s€& qua duogc céc sat hach cua Nokia vé Scrum va dang dugc can nhac dé dau tu. Néu ban bat
dau khai nghiép, ban ¢o6 thé dugc rot von tir cac nhoém dau tur mao hiém. Chinh ban ¢6 thé 1a twong
lai cua phat trién phan mém va la nguoi kién tao mot thé hé cac san pham phan mém hang dau.

Ts. Jeff Sutherland, Pong tac gia ciia Scrum

! QA = Quality Assurance : b phan dam bao chét luong. Cong viée cu thé ciia QA cua timg cong ty ¢ su khac nhau
tuong ddi nhidu. Mot s6 noi QA thién vé dam bao quy trinh, mot s noi QA thuc hién ca cong viée cua QC (quality
control — kiém soat cht lugng), c¢6 noi thim chi QA 1am cong viéc cuia kiém thir vién (tester).
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Loi twa cua Mike Cohn

Ca Scrum va XP (Extreme Programming) déu doi hoi cac Nhom can phai hoan thanh mét phan
cong viée co thé chuyén giao duoc cudi mdi phan doan. Cac phan doan d6 duoc thiét ké ngin va
dong khung vé thoi gian. Viée tap trung vao cung cdp cac mé ngudn chay tét trong mot khoang
thoi gian ngin c6 nghia 1a Scrum va XP khong c6 thoi gian danh cho céc 1y thuyét. Cac phuong
phap nay khong theo dudi viée v& ra cac mé hinh UML hoan hao biang mét céng cu nao do, viét tai
lidu day da vé cc yéu ciu cua san pham, hodc viét ma ngudn co thé twong thich véi tt ca cac thay
d6i dugc twong tuong ra trong tuong lai. Thay vao do, cac Nhom Scrum va XP tap trung vao hoan
thanh cac cong viéc. Nhitng Nhém d6 chap nhan rang ho c6 thé gip van dé trong qua trinh trién
khai, nhung ho ciing nhan thay rang cach tot nhat dé tim ra cac van dé 1a ding viéc tu duy vé phan
mém d6 & cap d6 1y thuyét (phan tich, thiét k&) va chuyén ngay sang viéc bat tay vao xay dung san
pham.

Diéu nay twong ty v&i viée tap trung vao thuc hién hon 1a chu trong vao cac 1y thuyét dugc dé cap
trong cudn sach nay. RS rang, Henrik Kniberg hiéu duoc diéu nay ngay tir khi bat dau. Anh ay
khong dua ra cac mo ta dai dong vé Scrum 13 cai gi; anh ay chi ra cho chung ta mot sé trang web
don gian vé cac ndi dung d6. Thay vao d6, Henrik bat dau ngay 1ap tirc voi viéc mo ta cach ma
Nhom ctia anh 4y da quan 1y va lam viéc v6i Product Backlog ciia ho ra sao. Tir d6 anh ay chuyén
qua tat ca cac thanh phan va thuc hanh khac dé trién khai tt mot du an véi Agile. Khong hé 1y
thuyét. Khong tai liéu tham khao. Khong c6 cac chu thich. Khong can cac thir d6. Cubn sach ctia
Henrik khong triét ly vé viée tai sao Scrum thuc thi duoc hodc tai sao ban mudn thtr cai nay hoac
cai kia. Cudn sach chi mo ta cach dé mot nhom Agile 1am viée hiéu qua.

D6 1a 1y do ma cudn sach c6 tidu dé phy 1a “Chiing t6i ¢a Scrum nhur thé nao?”. Pay c6 thé khong
phai la cach ma ban thuc hanh Scrum ma chi 1a cach Nhém cua Henrik da lam. Co thé ban s& hoi
tai sao lai can quan tam dén cach trién khai Scrum ctia mdét Nhom nao d6. Cau tra 101 1a ban nén
quan tdm boi vi tit ca chiing ta c6 thé hoc duoc cach trién khai Scrum tot hon thong qua cac cau
chuyén ctia ciac nhom khac, dic biét 1a nhimg nhéom dang 1am t6t v6i Scrum. Khong cé va s&
khong bao gio co danh sach “Cac thyc hanh t6t nhat trong Scrum” boi vi Nhém va boi canh ciia du
an méi 1a nhitng diéu cdt 161 so v6i cac van dé khac. Thay vi cac cach thuc hanh t6t nhat, nhiing gi
ching ta can 1a biét dugc nhiing thyc hanh hiéu qua va bdi canh dé trién khai chiing thanh cong.
Doc day dii vé cac nhom thanh cong va cach thirc ma ho da lam s& gitip ban c6 nhitng chuan bi t6t
khi gdp phai cac trd ngai trong qua trinh trién khai Scrum va XP.
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Henrik cung cdp nhiéu cac cach thuc hanh hiéu qua cung v6i nhimg bdi canh can thiét dé tro gitp
chung ta hiéu t&t hon vé cach thyc hanh Scrum va XP trong cac dy 4n ciia minh.

Mike Cohn,

Tac gia cudn sach “Agile Estimating and Planning” (Uéc tinh va Lap ké hoach linh hoat) va
“User Stories Applied for Agile Software Development” (Ung dung User Story trong Phat trién
Phin mém Linh hoat).
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Loi néi dau

Chao cac ban, Scrum dem lai hiéu qua trong cong viéc!

Scrum hiéu qua trong cong viéc! It nhat 1a voi chung t6i (bao gom khach hang hién tai cta t6i &
Stockholm, tén cua ho t6i khong tién néu ra ¢ ddy). Hy vong no cling s€ hi€u qua vdi cong viée
cua cac ban! Co thé cudn sach nay sé trg giap ban trong qua trinh trién khai.

Day 14 1an dAu tién t6i thAy mot phuong phap phat trién phan mém (xin 15i Ken?, mot framework
méi dung) thuc sy hiéu qua chtr khong chi 1a sach vo. Pua vao 1a dung duoc ngay. Tét ca ching
t6i tir nha phat trién, kiém thir &én quan 1y déu vui mimg vi diéu ndy. Scrum di trg gitp ching t6i
vuot qua nhitng tinh hudng khé khin va cho phép chung t6i duy tri sy tap trung va dong luc mic
du thi truong bét 6n va suy giam vé nhan su.

To1 khong nén noi réng t61 da rat ngac nhién nhung thyuc sy 1a nhu vay. Sau khi doc mot s6 cubn
sach c6 vé thu vi vé Scrum, nhung phai 1a qua hay méi dang (va tit ca chung ta déu biét cau noi
“khi mot diéu gi d6 co vé qua t6t 1a ding...”). Vi vay ciing 1a hop 1y khi ¢6 mot chit hoai nghi.
Nhung sau mot nam trién khai Scrum t6i da 4n tuong va sé tiép tuc st dung Scrum mic dinh cho
cac du an méi ctia minh cho t&i khi nao c¢6 mét 1y do di manh dé khong dung dén né nira.

2 Ken Schwaber, ddng tac gia cta Scrum, cung voi Jeff Sutherland
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Gi&i thiéu

Ban moi bat dau &p dung Scrum trong t6 chirc cia minh, ban da 4p dung Scrum dugc mot vai
thang, ban modi ¢6 nhirng kién thirc co ban vé Scrum, ban da doc mot s6 quyén sach vé no, hay ban
da c6 chung chi Scrum Master. Xin chuc mung ban!

Nhung ban van ¢ thé gip boi réi trong mot s6 truong hop.

Theo Ken Schwaber, Scrum khong hén 1a mot phuong phap luan, ma 1a mot khung lam viéc
(framework). Piéu d6 c6 nghia 1a 1y thuyét Scrum khong han s& ndi cho ban chinh xac, cu thé
nhiing viéc can phai lam.

Mot tin tot 13 t6i s& noi cho cac ban chinh xac va rat chi tiét vé cach ma tdi da trién khai Scrum.
Va, mot tin xau 1a nhitng mo ta d6 chi la cdch ciia téi khi ap dung Scrum. N6 khong co nghia 1a
ban phai 4p dung ding theo nhitng gi t6i 1am. Thuc thé, t6i ciing s& 4p dung theo cach khac trong
nhitng hoan canh khac.

Strc manh va ¢t 16i ciia Scrum 1a bat budc chung ta phai thich Gmg véi timg hoan canh cu thé.

Phuong phap tiép can cua chiing toi 1a két qua kinh nghiém ctia mot nam ap dung Scrum cho nhom
phat trién khoang 40 ngudi. Cong ty chung toi di ting gip cac tinh hudng khé khan trong cong
viéc nhu phai 1am viéc ngoai gio, co van dé nghiém trong vé chat lugng, chita chdy lién tuc, tré
han, v.v. Chung t6i da quyét dinh st dung Scrum, nhung khéng thuc sy ap dung cho hoan toan
cong ty, ma chi ap dung cho ca nhan t6i. Vi hau hét moi ngudi trong nhom phat trién luc bay gio,
"Scrum" 14 mot thuat ngit la 1Am nhu thé ho chi méi nghe thiy dau d6 ngoai hanh lang, n6 khéng
€0 y nghia cho cong viéc hang ngay cua ho.

Qua mot ndm ap dung Scrum voéi tat ca cac cap trong cong ty, ching toi da thir nghiém véi cac
nhom 16n nhoé khac nhau (3 - 12 ngudi), voi d6 dai Sprint khac nhau (2 - 6 tudn), v6i nhitng cach
dinh nghia “hoan thanh” khéac nhau, v6i cac dinh dang khac nhau vé Product Backlog va Sprint
Backlog (Excel, Jira, thé chi muc), vdi cac chién thuat kiém thir khac nhau, cac phuong thirc demo
khac nhau ciing nhu cac cach dong bo hoa cac nhom Scrum khac nhau, v.v. Chang t6i ciing da thir



16 | SCRUM VA XP TU NHUNG CHIEN HAO

nghiém vaoi phuong phap XP - theo cac cach khac nhau nhu: xay dung lién tuc, 1ap trinh theo cap,
phat trién huéng kiém thtr (Test Driven Development - TDD), hay két hop chung véi Scrum.

D6 1a mdt qua trinh hoc hoi lién tuc va chic chin cau chuyén s& khong két thuc ¢ day. Téi tin rang
chung t6i van sé tiép tuc cai tién hon nita (néu chung toi van duy tri duoc cac cude Hop Cai tién
Sprint - Sprint Retrospectives) va s& dat dugc nhiing hiéu biét méi dé ap dung tSt nhat Scrum trong
hoan canh cua minh.

Khuyén cao

Tai li€u nay khong dua ra mdt phuong phap chuan muc trong viéc trién khai Scrum! Ching t6i chi
mo ta mot cach ap dung Scrum, va két qua s& duoc sang loc lién tuc theo thoi gian. Tham chi, ban
¢6 thé cho rang moi diéu chung t6i viét 1a sai.

T4t ca moi diéu trong tai lidu nay phan anh quan diém ciia ca nhan t6i va né khong phai 1a mot
tuyén b chinh thirc tir Crisp hay tir nhitng khach hang hién tai cua toi. Véi 1y do nay, t6i da tranh

dé cap dén bat ky san pham hay con nguoi cu thé.

Ly do téi viét cuén sach nay

Khi tim hiéu vé Scrum, t6i d3 doc mot vai cudn sach vé Scrum va Agile c6 trén cac website va cac
dién dan vé Scrum, toi d¢a nhan chimg chi tir Ken Schwaber, chat van ong iy va di danh nhiéu thoi
gian dé thao luan véi cac dong nghiép ciia t6i. Nhung co 18, mot trong nhitng ngudn thong tin gia
tri nhét lai chinh 1a nhiing va vap thyc té. Nhimng va vap thuc té da chuyén thanh nhitng Ly thuyét
va Thyc hanh v.v. va v.v. Ban thyc sy lam gi trong hoan canh d6? Chung da gitip t6i xac dinh
(hoic tranh duoc) nhitng sai 1am dién hinh ma cac thanh vién méi tiép can Scrum da gip phai.

Do d6, day 1a co hoi d€ t6i giri lai céc ban, cau chuyén vé nhitng va vap ctia ching toi.

T6i hi vong rang cudn sach nay s& dem lai cho cac ban nhiing giai phap hitu ich trong nhiing hoan

canh tuong tu. Xin hay khai sang cho toi.

Vay Scrum la gi?

O, xin 16i. Véi truong hgp ban méi tiép xtic véi Scrum va XP, xin hdy xem qua mot sO trang web

sau®:

e http://agilemanifesto.org/

® Ban doc c6 thé tiép can cac tai liéu co ban vé Agile bang tiéng Viét tai http://hanoiscrum.net



http://agilemanifesto.org/
http://agilemanifesto.org/
http://agilemanifesto.org/
http://agilemanifesto.org/
http://agilemanifesto.org/
http://agilemanifesto.org/
http://hanoiscrum.net/
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e http://www.mountaingoatsoftware.com/scrum

e http://www.xprogramming.com/xpmag/whatisxp.htm

Néu ban khong du kién nhin dé lam diéu d6, xin hiy c6 xem qua ching. Cac thuat ngit ti thiéu
ctia Scrum s& duoc giai thich & d6 va ban can phai biét vé ching dé doc nhimg dong thu vi tiép
theo trong cudn sach nay.


http://www.mountaingoatsoftware.com/scrum
http://www.mountaingoatsoftware.com/scrum
http://www.mountaingoatsoftware.com/scrum
http://www.mountaingoatsoftware.com/scrum
http://www.mountaingoatsoftware.com/scrum
http://www.mountaingoatsoftware.com/scrum
http://www.mountaingoatsoftware.com/scrum
http://www.mountaingoatsoftware.com/scrum
http://www.mountaingoatsoftware.com/scrum
http://www.xprogramming.com/xpmag/whatisxp.htm
http://www.xprogramming.com/xpmag/whatisxp.htm
http://www.xprogramming.com/xpmag/whatisxp.htm
http://www.xprogramming.com/xpmag/whatisxp.htm
http://www.xprogramming.com/xpmag/whatisxp.htm
http://www.xprogramming.com/xpmag/whatisxp.htm
http://www.xprogramming.com/xpmag/whatisxp.htm
http://www.xprogramming.com/xpmag/whatisxp.htm
http://www.xprogramming.com/xpmag/whatisxp.htm
http://www.xprogramming.com/xpmag/whatisxp.htm
http://www.xprogramming.com/xpmag/whatisxp.htm
http://www.xprogramming.com/xpmag/whatisxp.htm
http://www.xprogramming.com/xpmag/whatisxp.htm

18 | SCRUM VA XP TU NHUNG CHIEN HAO

Chung téi 1am Product Backlog nhw thé nao

Product Backlog 14 trai tim ctia Scrum. Tt ca s& dugc bit ddu tir ddy. V& co ban, Product Backlog
la mot danh sach wu tién hoa gém cac yéu cAu, céac story, hodc cac tinh nang cta san phéim, hay tha
gi d6 twong ty nhu vay. D6 1a nhimg diéu ma khach hang mong mudn va dugc mo ta bang cac

thudt ngtr cua khach hang.

Chung ta goi d6 nhiing story (hay day da 1a user story), hodc doi khi 13 cac hang muc backlog
(backlog items).

Nhiing story d6 bao gdm cac truong sau:

ID (S6 dinh danh) — mot dinh danh duy nhat, 1a mot con sb tu ting. Diéu ndy nhiam trdnh
viéc nham 1an céc story khi chung ta d6i tén chiing.

Name (Tén) — mot cai tén ngan, c6 tinh mo ta cho story. Vi du “Xem lich sir giao dich cua
ban". Phai di rd rang dé Nhém Phat Trién va Product Owner hiéu chinh xac chiing ta dang
n6i vé van dé gi, va ciing du rd rang dé ching ta phan biét v6i cac story khac. Thudng tir 2
- 10 tur.

Importance (B¢ quan trong) — Mtrc d¢ quan trong cta story ma Product Owner danh gia.
Vi du 10. Hodc 150. Cao = quan trong hon.

A~

o T6i mudn tranh ding thut ngit “d6 wu tién” (priority) bai vi do wu tién 1 thuong
duoc xem 13 d§ uvu tién “cao nhat”, diéu nay s& trd nén rét toi t& néu nhu ban c6 y
dinh dat mot story khac c6 do uu tién cao hon. Ban s€ dat do uu tién d6 nhu thé
nao? Do uu tién 0? Hay d¢ uu tién -1?

Initial estimate (Udc tinh ban dau) — mot wéc tinh ban dau cua d6i du an vé khdi luong
lam viéc can thiét dé thuc hién story nay so vdi cac story khac. Pon vi 1a diém (story point)
va nd tuong ung vai “y tudng ngay cong” (man-days).

o Hiy hoi doi du an “néu ban c6 thé lay mot sé lugng nguoi tuy y ddi voi story nay
(khoéng qué it va khong qua nhiéu, thuong 1a 2 ngudi) sau d6 vao phong lam viée
voi déy du thuc phém, céc ban 1am viéc mot cach hét suc tap trung, sau bao nhiéu
ngdy cac ban s& co thé budc ra khoi phong 1am viée v6i mot san pham duge coi 1a
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hoan thanh, ¢6 thé demo duoc, di dugc test, c6 thé phat hanh dugc?”. Néu cau tra
10 13 “vé6i 3 ngudi ¢ trong phong 1am viée tap trung s& mat khoang 4 ngay” thi udc
tinh cho story d6 1a 12 diém.

Diéu quan trong khong phai dé ban xac dinh duoc udc tinh chinh xac tuyét déi (vi
du mot story 2 diém s& mat 2 ngay dé hoan thanh), diéu quan trong la can wdc tinh
v6i do chinh xac twong dbi (vi du mot story 2 diém s& chiém mot nira khéi luong
cong viée so véi story 4 diém)

How to demo (Cach dé demo) - mot ban mé ta & mirc do cao vé cach demo tinh ning nay
trong budi demo* cudi Sprint. V& co ban thuong 1a mot dic ta kiém thir don gian. “Lam thé
nay, sau d6 lam thé nay, thi cai nay s& xay ra".

Néu ban trién khai TDD *(Phat trién Huéng Kiém Thir), md ta ndy c6 thé duoc sir
dung nhu mot ma gia (pseudo-code) cho ma kiém thir chip nhan (acceptance test).

o

Notes (Céc luu ¥) — bat ky thong tin nao khac, dung dé phan loai, tham chiéu téi cac ngudn
tai nguyén khac, v.v. Thuong 1a rat ngan gon.

PRODUCT BACKLOG (Vi du)
X Do Ude |, .- ,
ID [Tén ¢ quan . ¢ lcach aé demo Luu y
trong tinh
1 |Guitienvao  [30 5  [Pang nhap, m¢ trang gilCan mot bicu do tuan tu
tién, giri vao 10€, chuyén|[UML. Chua can quan tim
sang trang tai khoan cua toiltdi viéc mi héa ¢ thoi diém
va kiém tra tai khoan no dajnay.
duogc tang thém 10€.
2 [Xem lich sufl0 8  [Pang nhap, bam vao “Céc [Sir dung k¥ thuat phan trang
giao dich cua giao dich”. Thuc hién viéc |dé tranh viéc phai truy van
oiri tién. Quay lai trang [CSDL 16n. Thiét ké tuong

* Trong tai lidu nay, tac gia ding tir Demo d& no6i vé& budi Hop So két (Sprint Review) theo Scrum Guide.

® TDD = Test-Driven Development: mot chién thuét phat trién phian mém duoc diéu hudng boi kiém thir. Con goi 1a
Test-First, phuong phap nay doi hoi 1ap trinh vién phai viét ra cac test case trude khi lap trinh. Day 1a mot phuong
phép thyc hanh quan trong trong XP. Xem thém chuong “Chiing t6i két hop Scrum va XP nhu thé nao”.
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ban “Céc giao dich” va kiém tra [ty trang xem danh sach
thong tin. nguoi dung.

Chuing toi dd thtr nghiém voi rat nhiu trudng khac, nhung cudi cung, sau trudng trén 13 nhimng
truong ma ching ta thuong sir dung nhit qua cic Sprint.

Chung ta c6 thé 1am Product Backlog v&i mot tai liéu Excel dd mé chirc ning chia sé (nhiu ngudi
ding c6 thé dong thoi chinh stra tap tin). Chinh thirc thi Product Owner sé hitu tai liéu nay, nhung
chung ta mudn nhitng ngudi khac trong Nhém Phat Trién ciing biét vé né. C6 nhiéu khi mot nha
phat trién mudn mo tai liéu nay ra dé 1am 16 hon mot diéu gi d6 hodc thay ddi mét wdce tinh nao do.
Ciing vi thé, chiing ta khong dit tai liéu nay trong mot kho kiém soat phién ban (version control
repository); thay vao d6 chiing ta dit né vao mot 6 dia chia sé. Pay 1a cach don gian nhat dé cho

phép nhidu ngudi sira ddng thoi ma tai liéu khong bi khoa hay bi xung dot.

Hau hét nhiing tai liéu khac c6 thé dé ¢ kho kiém soat phién ban.

Cac trwong khac

boi khi ching ta sir dung thém céc truong khac trong Product Backlog, muc dich 1a 1am cho
Product Owner cam théy thuan tién hon khi sép Xép do uu tién.

e Track (Nhanh) — mét sy phan loai cho story, vi du “back office” hoac “optimization”.
Theo cach d6, Product Owner c6 thé dé dang loc ra tat ca cac hang muc “optimization” va
dat mirc wu tién thap, v.v..

e Components (thanh phan) — Thuong 1a cac 6 kiém (checkbox) trong tai liéu Excel, vi du
“database, server, client”. Pay 1a noi ma Nhém Phat Trién hoac Product Owner cé thé xac
dinh cac thanh phan k¥ thuat nao s& tham gia vao qua trinh trién khai story. Piéu nay hitu
ich khi ban c6 nhiéu nhém Scrum, vi du mot nhém “back office” va mot nhom client, va
ban mudn cac nhom dé dang chon céc story dé thyc hién.

e Requestor (ngudi yéu cau) — c6 thé Product Owner mudn biét khach hang hodc ngudi lién
quan nao yéu cau hang muc nay, dé c6 thé giri cac phan hdi trong qua trinh thyc hién.

e Bug tracking ID (m4 bug) — néu ban c6 mot hé théng theo ddi 16i riéng, nhu chung toi st
dung Jira, s& rat hitu ich dé theo ddi cac 13i lién quan t&i mot story.
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Lam thé nao ching ta gir Product Backlog & mirc nghiép vu °

Néu Product Ownder biét vé ky thuat, anh ta co thé thém céc story nhu “Pat chi muc cho bang
Event”. Tai sao anh ta lam viéc nay? Muc ti€u thuc su cé thé 13 mot diéu gi do chéng han nhu
“tang toc do tim kiém cac event trén form danh cho back-office”.

Diéu d6 c6 nghia rang cac chi muc khong phai la niit ¢ chai din t6i form tim kiém bi cham. N6 ¢6
thé 1a mot thir gi d6 hoan toan khac. Nhom Phat Trién sé& 1a ngudi phai tim cach giai quyét van dé,
vi thé Product Owner nén tap trung vao cac muc ti€u nghi€p vu hon la k¥ thuat.

Khi t6i nhin thdy cac story mang qué nhiéu tinh chét ky thuat, toi thuong hoi Product Owner mot
chudi cac cau hoi “tai sao” cho t6i khi ching t6i tim ra muyc tiéu an chira trong d6. Sau d6 chung
t6i phan tich lai story theo hudng cua cac muyc tiéu 4n bén dudi né (46 1a “ting toc do tim kiém cac
event trong biéu mau tim kiém cua back office”). Mo ta k¥ thuat ban dau két thiic nhu mot ghi chd
(“Dit chi muyc cho bang Event c6 thé giai quyét van dé nay”).

® Khong giéng nhu dic ta hé thdng (System Requirement Specification), cac user story 1a cach thé hién yéu ciu ngudi
dung & dang ¢ dong va don gian nhét, dung ngén ngit ngudi ding dé thé hién. Viée nay co tac dung 16n cho viée thao
ludn va tim hiéu nhu cau cua ngudi ding theo cach chan thyuc nhat: thuc sy ngudi ding mudn gi? chic ning nay dé
giai quyét nghiép vu nao? Do vay, viée giit Product Backlog ¢ mitc nghiép vu 14 rt quan trong.
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Chung t6i chuan bi Hop Ké hoach Sprint nhw thé nao

OK, chiing ta s& nim bét dugc ngay 1én ké hoach cho Sprint mot cich nhanh chong thoi. Mot bai
hoc chung t61 hoc di hoc lai d6 1a:

Bai hoc: Hay chic chan Product Backlog dd dinh hinh trudc khi tién hanh Hop Ké hoach Sprint.

Diéu d6 co nghia 1a gi ? D6 1a tat ca cac story duogc xac dinh mot cach day dii hay chua? D6 1a viéc
udc lugng (estimate) da chinh x4c chua ? D6 1a thtr ty uu tién da dugce xac dinh chua? Néu cau tra
101 1a: chua, chua va chua! Co6 nghia la:

Product Backlog chua dugc coi 1a xong va Product Backlog can phai dugc thuc hién cho
xong da! (chang 1& ban phai tudng tuong ra N6 sao?)

C6 mot Product Backlog va mot Product Owner (cho timg san pham).

Tat ca cac cong viée s& c6 danh gia vé tam quan trong ctia chung, cic danh gia nay 1a khac
nhau.

o Thuc té, s& khong c¢6 van dé gi néu cac cong viéc ¢ do quan trong thap hon cé cung

gié tri, do vay du thé nao céc cong viée nay s& khong dugc nang mirc do 1én trong sudt
thoi gian 1én ké hoach Sprint.

Bét ky mot story nao ma Product Owner tin c6 mot kha ning nao d6 duoc dua vao
trong Sprint tiép theo thi nén c¢6 duy nhat mot mic d6 quan trong.

Pénh gia do quan trong chi dung dé bd tri cac cong viée cho phu hop. Do d6 néu cong
viéc A ¢6 do quan trong la 20 va cong viéc B c6 dd quan trong 1a 100, c6 nghia 1a B
quan trong hon A. N6 khong c6 nghia 1a B quan trong hon A gép 5 1an. Néu B c¢6 muc
dénh gia quan trong 14 21 thi n6 s& van c6 nghia nhu khi né c6 d6 quan trong 1a 100!

S& rat co ich néu ta dé mot khoang gidn cach khi danh gia mirc ¢ quan trong giita cac
cong viéc khic nhau, chiang han trong truong hop cong viéc C dua thém vao co do
quan trong hon A nhung nho hon B. T4t nhién ban s& c6 thé st dung d6 quan trong
cho C 14 20.5, nhung diéu d6 khong hay lam, thay vi thé chung ta nén dé mot khoang
gian cach gitra cac cong viéc.
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e Product Owner phai hiéu ré timg story (thong thudng anh ta chinh 1 tac gia, nhung trong
mot s truong hop ngudi khac bd sung yéu cau ma Product Owner c6 thé xac dinh do uu
tién). Anh ta khong can biét chinh xac ching dugc trién khai ra sao, nhung anh ta s& phai
hiéu tai sao c6 story do.

Luwu y: Nhitng ngudi khong phai 1a Product Owner c6 thé bd sung story vao Product Backlog.
Nhung ho khéng duge gan do quan trong cho cong viéc d6, quyén nay hoan toan chi danh cho
Product Owner. Product Owner khong dugc bd sung thém céc udc luong (estimate), quyén nay la
thudc hoan toan ciia Nhém Phat Trién.

Mot s6 hudng khac chung t6i di thir va danh gia:

e Sir dung Jira "(hé théng giam sat 15i chung t6i ding) dé quan 1y Product Backlog. Tuy
nhién, hau hét Product Owner déu cam thay khé thich ing v6i hé thong nay. Excel 1a mot
cach hay va dé dang dé thao tac tryc tiép. Ban c6 thé d& dang dit mau, sip xép lai cac cong
viéc, bo sung thém cot méi, cac luu ¥, ¢6 thé xuat va nhap dit liu, v.v..

e Sir dung cac cong cu hd trg quy trinh agile nhu VersionOne, ScrumWorks, XPlanner, v.v.
Chung t6i da khong quan tdm nhiéu t&i viéc danh gia cic cong cu nay nhung c6 thé ching
to1 s€ thue hién viéc d6 trong tuong lai.

7 Jira (www.atlassian.com/software/jira) 1a mot img dung web ding cho cac nhém phat trién phin mém véi cong dung
chinh 14 quan 1i va theo dai 15i.



http://www.atlassian.com/software/jira
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Chung t6i hop Ké hoach Sprint ra sao
Lap ké hoach cho Sprint 12 budi hop rat quan trong, ddy 13 su kién quan trong nhét trong Scrum
(theo quan diém cua t6i vé van dé nay). Budi hop 1ap ké hoach cho Sprint duoc thuc hién khong t6t
c6 thé 1am anh hudng rat 16m t6i toan bo Sprint.

Muc dich ctia budi hop ké hoach 1a cung cip thong tin day du cho Nhém 8gil'lp ho ¢6 thé c6 day du
thong tin 1am viéc trong vai tuan, dé Product Owner tin tuéng nhém c6 thé hoan thanh cic cong
viéc do..

OK, diéu nay qua thuc con mo hd. Két qua cu thé caa budi hop 1ap ké hoach Sprint 1a:
e Xac dinh muc tiéu cta Sprint.
e Danh sach thanh vién cia Nhom (mirc d6 cam két cua ho, néu khong phai 1 100%).
e Sprint Backlog (= danh sach cac cong viéc thyc hién trong Sprint).
e Xac dinh dugc ngay demo Sprint (So két Sprint).

e  Xac dinh thoi gian va dia diém cho budi Hop Scrum hang ngay (Daily Scrum).

Tai sao Product Owner phai c6 mat

D6i khi Product Owner khong san sang bo thoi gian dé hop 1ap ké hoach Sprint véi Nhom. “Cac
anh em, t6i dd dua ra day nhimg gi t6i muén. Toi khong co thoi gian dé tham du budi hop l1ap ké
hoach ctia cac ban”. D6 1a mot van dé tuong ddi nghiém trong.

Ly do tai sao toan b0 Nhém va Product Owner phai c6 mat tai budi hop lap ké hoach Sprint, boi vi
mdi tinh niing cua san phém chira ba tham s6 ma c6 moi quan hé phu thudc 1an nhau.

® Trong tai liéu nay, tac gia ding Nhém (The Team) dé chi Nhom Phat trién. Py 1a cach ding tir cii. Tir thang 10-
2011, Ken Schwaber va Jeff Sutherland thdng nhat cach ding tir khac trong ban cap nhat cua Scrum Guide
(http://www.scrum.org/scrumguides/). Theo do, c6 ba vai tro trong mot Nhom Scrum, bao gdm Product Owner, Scrum
Master va Nhom Phat trién (Development Team).



http://www.scrum.org/scrumguides/
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Pham vi

Uéce tinh  Tam quan trong

Pham vi va tim quan trong dugc xac dinh boi Product Owner. UGc tinh (estimate) do Nhom thuc
hién. Trong budi hop lap ké hoach Sprint, ba tham $6 nay lién tuc duogc diéu chinh bﬁng ddi thoai
tryc tiép giita Nhém va Product Owner.

Thudng cac Product Owner bat d¢au budi hop bang cach tom tit myc dich mong mudn cia anh ta
dbi v6i Sprint va cac tinh ning quan trong nhat cia san pham. Tiép theo, Nhom s& thuc hién uéc
luong thoi gian cho mdi story, bat dau véi story quan trong nhét. Khi thuc hién viéc nay, doi s€
dua ra cac cau hoi quan trong vé pham vi — “Tinh ning ‘delete user’ c6 bao gom viéc huy bo cac
giao dich dang cho ddi voi user d6 hay khong ?” Trong mét vai truong hop cau tra 1oi s& 1am ca
Nhom ngac nhién, doi hoi Nhém thay doi ude tinh ctia minh.

Trong mdt vai truong hop, ude tinh thoi gian cho story s& khong theo mong mudn ctia Product
Owner. Diéu nay c6 thé can yéu cau anh ta thay d6i mic do quan trong ciia story. Hodc thay doi
pham vi cua story, diéu nay sé dan téi Nhom phai udce tinh lai, v.v va v.v.

Hinh thire cong tac tryc tiép 1a nén tang dbi voi Scrum, va thuc té 1a nén tang cua tat ca phuong
phap phat trién phan mém linh hoat.

Ban s& 1am gi néu Product Owner van nhat dinh khong danh thoi gian tham gia budi hop 1ap ké
hoach Sprint? Té1 thuong thir mét trong nhiing chién luoc sau, 1an luot 1a:

e C6 gang thuyét phuc Product Owner hiéu tai sao su tham gia truc tiép ctia anh 4y 13 khong
thé thiéu va hy vong anh ta thay d6i suy nghi.

e Thir dé mot ai d6 trong Nhém tinh nguyén dong vai nhu 1a ngudi dai dién Product Owner
trong sudt budi hop. No6i v6i Product Owner rang “Vi anh khong thé tham dy budi hop,
ching t6i s& dé Jeff dai dién cho anh & ddy. Anh s& ty nhiém hoan toan cho Jeff viéc thay
d6i thir ty wu tién, pham vi cia story trong sudt cudc hop. Toéi mong anh hdy truyén dat
mong muén cta anh cang nhiéu cang t6t trudc khi cude hop dién ra. Néu anh khong thich
Jeff dai dién, anh c6 thé goi y cho t6i mot ai khac, mién 1a nguoi nay s& co thé tham gia
cudc hop v6i chung toi tir dau t6i cudi.”

e C6 ging thuyét phuc nha quan 1y b6 nhiém mot Product Owner méi.
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e Hodn thuc hién Sprint cho t6i khi Product Owner sip xép duogc thoi gian dé tham du budi
hop. Trong khi dé, tir chdi cam két vé bat cir viéc ban giao san pham nao. Dé cho Nhém
lam bat ctr thir gi ma ho cam thay quan trong nhét trong mdi ngay tri hoan do.

Tai sao chat lwong la thir khong thé théa hiép

Trong hinh tam giac phia trén t6i dd ¢d y tranh tham sb thtr 4 13 chdt lwong. Toi gang phan biét
gilta chat lirong bén trong Va chat heong bén ngodi.

e Chit luong bén ngoai 1a nhirng gi nguoi sir dung hé thdng nhan duoc. Mot giao dién ngudi
dung cham va khong tryc quan 1la mét vi du vé chit luong bén ngoai kém.

e Chét luong bén trong néi dén nhitng van dé ma thudng khong nhin thiy tir phia nguoi sir
dung, nhung né c¢6 anh huong sau sic dén kha ning bao tri hé thong. Nhitng thir nhu tinh
nhét quén trong cac thiét ké hé théng, cac truong hop can kiém tht, ma nguén dé doc, cai
tién ma ngudn, v.v..

Nhin chung ma noi, mot hé thong voi chit luong bén trong cao c6 thé van c6 chét lugng bén ngoai
thip. Nhung mot hé théng véi chat luong bén trong thap s& hiém khi c6 duge chit luong bén ngoai
cao. Rat kho dé xay dung mot céi gi tot dep dua trén mot nén tang yéu kém.

T6i coi chit lugng bén ngoai nhu mot phan ciia muc tiéu chat lugng. Trong mot vai truong hop,
khi cam thay nghiép vu da hoan hao ching ta ¢ thé cho phat hanh (release) mot phién ban cua hé
thong ma giao dién nguoi ding vira cham, vira x4u, sau d6 phat hanh mot phién ban tét hon sau
nay. T61 dua sy ddnh gia d6 cho Product Owner, vi anh ta 1a nguoi chiu trach nhiém xac dinh
pham vi.

Tuy nhién, chat lugng bén trong khong dua ra dé thao luan. D6 1a trach nhiém cta Nhom dé dam
bao chat lugng hé théng trong moi tinh hudng va diéu nay khong thé thoa hiép mot cach don gian
dugc. Khong bao gio.

(Ma, OK, hau nhu 1a khong bao gid)

Vay ching ta ndi vé su khac biét giita cac van dé vé chat luong bén trong va bén ngoai nhu thé
nao?

Trong trudong hop Product Owner néi rang “OK cac chang trai, t6i ton trong wéc dinh thoi gian
clia cac ban 1a 6 diém story (story point), nhung t6i chic chin cac ban c6 mot vai thay d6i nhanh
dé thuc hién viée nay véi mot nira thoi gian néu céac ban dat toan tim toan y vao no.”
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A ha! Anh ta dang thtr st dung chét luong bén trong nhu mot tham sb. Lam sao ban biét? Boi vi
anh ta muén chung t6i giam udc tinh story point ma khong “tra chi phi” cho phan giam bét d6. Tir
“thay d6i nhanh” kich hoat mot canh bao trong dau ban ...

Va tai sao ching t6i khong cho phép diéu nay?

Véi kinh nghiém ctia minh t6i thdy viéc hy sinh chat luong bén trong ludn ludn 1a mot ¥ tudng rat
t¢ hai. Viéc tiét kiém thoi gian sé tra gia dat vé chi phi trong ca ngin han va dai han. Khi nén tang
mi ngudn duoc phép bit dau véi chat lugng toi thi rat kho dé 1am no chat luong trd lai sau nay.

Thay vao do toi ) huong cudc thao ludn tap trung vao muc ti€u can thyuc hién. “Néu vé&i Product
Owner viéc can cho ra doi tinh ning sém 13 quan trong, chung ta c6 thé giam bot muc tiéu di dé
thuc hién né nhanh chong hon? Co 1& chung ta c6 thé don gian hoa viéc quan 1y 16i va thuc hién
tinh ning ‘quan ly 16i ning cao’ trong mot story khéac trong twong lai ? Hodc chung ta giam do wu
tién ctia mot sb tinh nang khac trong san pham dé c6 thé tap trung vao tinh ning quan trong hién
tai?”

Khi Product Owner hiéu dugc rang chat luong bén trong khong thé thuong lugng duoc, thay vao
d6 anh ta thuong nhanh chong huéng toi thao ludn vé cac tham sb khac.

Cac cudc hop lap ké hoach Sprint kéo dai ...

Diéu kho nhét trong cudc hop 1ap ké hoach Sprint 1a:
e Moi nguoi khong nghi ho s& mat quéa nhiéu thoi gian cho cudc hop.

e ... thuc té lai nhu vay !

Moi thtr trong Scrum chi duge phép nam trong mot khung thoi gian (time-box). Toi thich budi hop
tuan theo quy tic nhat quan va don gian nhu thé. Chung t6i ¢d gang tuan tha quy tic do.

Vi ching t6i s& lam gi khi mot budi hop 1ap ké hoach cho Sprint da duoc dat trong mo khung thoi
gian sap tién gan toi thoi diém két thic va khong co du hiéu cho thdy di xac dinh dugc muc tiéu
Sprint hay Sprint Backlog? Chung ta co cit ngan n6é khong??? Hay ching ta kéo dai cudc hop
thém mot gio? Hodc chiing ta ding cudc hop va tiép tuc vao ngay tiép theo?

Diéu nay thuong xuyén xay ra, dic biét dbi v6i nhitng Nhom méi. Vay ban phai xir 1y thé nao? Toi
khong biét. Nhung chung t6i da 1am gi ? O, duoc thoi, toi thuong quyét dinh mot cach dut khoat
ngin gon. Cham dut cudc hop. Dé Sprint ddy. Ca biét hon, toi n6i véi Nhom va Product Owner
“vay thoi, cudc hop nay két thiic trong vong 10 phut nita. Chung ta khong thuc su c¢6 nhiéu ké
hoach cho Sprint niy. Chiing ta s& thyc hién nhiing gi hién chiing ta c6 chtr, hay ching ta s& to
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chtrc hop thém 4 tiéng vao 8 gid sang ngay mai nhé?”. Cac ban c6 thé doan xem ho s& tra 10i
nhitng gi ... : :0)

To61 da thu kéo dai thém cudc hop. Piéu do thuong khong dat duoc diéu gi, bdi vi moi nguodi mét
moi. Néu ho khong dua ra duge mot ké hoach tir té trong 2-8 gio (hodc theo khung thoi gian ban
dé ra), ho co thé ciing s& khong lam thém duoc gi trong thoi gian thém d6. Lya chon tiép theo thuc
té 12 OK hon, d6 1a hen mot cudc hop mdi vao ngay tiép theo. Ngoai trir truong hop moi nguoi
thiéu kién nhan va muén tiép tuc Sprint, va khong mudn mat thém thoi gian dé 1ap ké hoach.

Vi vy t6i cit b6t thoi gian di. Va tit nhién, Sprint s& van chwa ra ddu vao dau ca. Tuy nhién, bu
vao d6, Nhém di c6 duge mot bai hoc rat ¢o gia tri va budi hop lap ké hoach tiép theo s hiéu qua
hon nhiéu. Hon nita, moi nguoi s€ it phan khang hon khi ban dé xuat thoi gian hop ma trude do6 ho
nghi 13 qua dai.

Hay hoc dé tuan thi khung thoi gian ctia ban, hoc dé thiét 1ap do 1on ctia khung thoi gian sat véi
thuc té hon. Piéu ndy ap dung cho ca viéc xc dinh d6 dai cudc hop ciing nhu Sprint.

Lich trinh Hop Ké hoach Sprint

C6 mot sb kiéu 1én lich hop co ban s& gitp ban giam bét nguy co trong viée chia diém ding trong
pham vi khung thoi gian.
Pay l1a vi du vé mot kiéu 1én lich chiing t6i str dung.

Hop Ké hoach Sprint 13:00 — 17:00 (nghi giai lao 10 phut sau mdi gio hop)

e 13:00 — 13:30. Product Owner trinh bay muc tiéu ctia Sprint va tom tit Product Backlog.
Dia diém trién khai, thoi gian va ngay trién khai Sprint duoc thiét lap.

e 13:30 — 15:00. Nhom Phat trién udc tinh thoi gian, va chia thanh cac tac vu can thiét.
Product Owner cdp nhat danh gid mac do quan trong cho cac hang muc. Cac tac vu dugc
lam 3. “Céch thirc tién hanh” duogc dién vao cho tit ca céc hang muc co tam quan trong
cao.

e 15:00 — 16:00. Nhém chon story dé dua vao Sprint. Thyuc hién tinh toan tde do dé dam bao
tinh kha thi.

e 16:00 — 17:00. Chon thoi gian va dia diém dé hop Scrum hang ngay (néu c6 khéc biét véi
Sprint trude d6). Chia nho hon cac story vao cac dau viéc phai lam (tasks).
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Lich tién d6 khong nhét thiét bat budc y nguyén nhu vay. Scrum Master c6 thé dua ra cac khung
thoi gian ngin hay dai hon néu thay can thiét trong qua trinh hop.

Xac dinh thei gian cho Sprint

Mot trong nhitng két qua can dat dugc trong cudc Hop Ké hoach Sprint 1a x4c dinh duoc ngay
trién khai Sprint. Diéu d6 c6 nghia ban phai quyét dinh khung thoi gian cho Sprint.

Viay mét Sprint kéo dai bao lau 1a tét ?

Sprint ngén 1a tot. Chiing cho phép cong ty "linh hoat”, vi dy, thay doi dinh huéng thudong xuyén.
Sprint ngan = chu ky phan héi ngin = chuyén giao thuong xuyén hon = phan hdi khach hang
thudng xuyén hon = tén kém thoi gian di sai hudng it hon = hoc va céi tién nhanh hon, v.v..

Tuy thé, Sprint dai ciing tét. Nhém c6 nhiéu thoi gian hon dé tao da, ho cé nhiéu thoi gian hon dé
khéc phuc céc van dé ma van dam bao muc tiéu cua Sprint, ban it bu dau hon cho cac budi hop lap
ké hoach Sprint, t6 chirc demo, v.v..

Nhin chung ma néi Product Owner thich cac Sprint ngan con nha phat trién thi thich cac Sprint dai.
Do d6 d6 dai ctia Sprint can phai dung hoa. Chiing t6i d thir nghiém rat nhidu vé van dé nay va rat
ra d6 dai thich hop cho chung t6i la: 3 tuan. Hau hét cac Nhom ciia chung toi (khong phai tat ca)
1am viéc véi cac Sprint 3 tuan. N6 du ngin dé dam bao cho chung toi sy cong tac linh hoat, du dai
cho Nhom dat duwoc mach 1am viée va khic phuc cac van dé nay sinh trong Sprint.

Chung toi két luan mot diéu 1a: Thir nghiém do dai khac nhau cho Sprint ban dau. Pung lang phi
qua nhiéu thoi gian cho viéc phan tich, chi chon d6 dai vira phai va ghi nhan két qua dbi véi mot
hodc hai Sprint, sau do6 thay ddi do dai.

Tuy nhién, khi ban quyét dinh d6 dai ma ban thiy tot nhat, hdy duy tri n6 trong mot khoang thoi
gian nhat dinh. Sau vai thang thir nghiém, chiing toi thay 3 tuan 1 hop 1y. Do d6, chung toi thuc
hién cic Sprint v6i thoi han 3 tuan. Doi khi cam giac no ciing hoi dai, doi khi lai cam thdy qua
ngan. Nhung bang cach duy tri cing mot do dai, nd s& giup tao ra cho Nhém mét nhip dap
(heartbeat) ma moi nguoi cam thiy thoai mai tham gia. Khong c6 tranh luan nao vé ngay phat
hanh bai vi moi ngudi biét rang cir 3 tuan thi c6 mot 1an phat hanh (release).

Xac dinh muc tiéu Sprint

Diédu nay can lam trong toan bd thoi gian hop. Tai mot sé thoi diém trong budi hop 1ap ké hoach
t61 hoi “vay muc tiéu cta Sprint nay 1a gi?” va moi ngudi ngay lai nhin chim cham vao toi va
Product Owner.
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Vi mét vai 1y do rat khé dé dat duoc muc tiéu ctiia Sprint. Nhung t6i di thiy diéu d6 thuc dang gia
dé theo sat muc tiéu dé ra. Tha nhic t6i muc dich tuy pha dam gitra chimg con hon 13 khong nhéc
1an nao. Muc tiéu c6 thé 1a “lam ra nhiéu tién hon” hodc “hoan thanh 3 story c6 muc uu tién cao
nhit” hodc “gy cht ¥ cho CEO” hodc “lam cho hé thong du tot dé dua vao cac phién ban beta
dang chay” hoidc “bd sung cac hd tro co ban cho vin phong” hoic 13 bat cir thir gi. Piéu quan trong
1a né s& thude van d& vé nghiép vu, chtr khong phai 1a khia canh k¥ thuat. Didu nay tuc 13 ndi vé
nhirng thir ma nhitng nguoi bén ngoai nhdém cé thé hiéu.

Muc tiéu ctia Sprint s& tra 161 cau hoi co ban “Tai sao ching ta thuc hién Sprint nay? Tai sao tt ca
chding ta van tiép tuc cong viéc thay vi di nghi?” Thuc té, mot cach dé giup Product Owner lam rd
muc dich ctua Sprint 1a dit ra cac cau hoi nhu vay.

Muc tiéu khong phai nhitng thar ma dé dang dat duoc ngay. “Gay 4n tuong cho CEO” ¢6 thé 1a mot
muc tiéu tot, néu anh ta chua 4n tuong boi hé thong hién c6. Trong trudng hop nhu vay moi nguoi
¢6 thé vé nha ma van dat duge muc tiéu cua Sprint.

Muc tiéu ctia Sprint c¢6 thé c6 vé rat ngd ngan va duoc nghi ra trong sudt thoi gian 1ap ké hoach
Sprint, nhung né thudng xuat hién & giira Sprint khi moi ngudi bat dau 13n 16n vé nhimg gi ho s&
phai 1am. Néu ban c6 mot vai Nhém Scrum (nhu t6i ¢6) lam viéc v6i nhidu san pham khac nhau,
s& rat hitu ich dé liét ké ra cac muc tiéu cua Sprint cta tat ca cac doi trong mot trang wiki (hay bét
ctr thtr gi) va dat ching tai noi n6i bat dé moi nguoi trong cong ty (khong chi quan Iy cip cao) biét
nhiing gi cong ty dang thuc hi¢n - va 1y do thuc hién chung!

Nhom quyét dwa story nao vao Sprint nhw thé nao?

Mot trong nhitng hoat dong chinh cua budi Hop ké hoach Sprint 1a quyét dinh story nao sé duoc
dua vao Sprint. Cu thé hon, céc story gi s& duoc chuyén tir Product Backlog vao Sprint Backlog.
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Product backlog Sprint 1 backlog
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Hay nhin vao hinh ¢ phia trén. M3di mét hinh chir nhat thé hién 1 story, duoc sép Xép theo d6 quan
trong. Tinh ning quan trong nhit nam ¢ dinh danh sach. Kich thudc ctia mdi hinh chit nhat thé
hién kich thudc cta tinh ning dé (vi du: cac story duoc ude tinh bang sé diém). Chiéu cao cua
hinh ngodc nhon mau xanh thé hién téc dé woe tinh ciia nhém, vi du, bao nhiéu diém ma Nhom tin
rang co6 thé hoan thanh trong Sprint tiép theo.

Sprint Backlog & bén phai 12 hinh anh ctia cac story 1y tir Product Backlog. N6 thé hién danh sach
cac tinh nang ma Nhom s€ phai thyc hién trong Sprint nay.

Nhom quyét dinh c6 bao nhiéu story dua vao Sprint. Khong c¢6 Product Owner hay bét ky ai khac
can thiép vao quyét dinh nay.

Diéu nay nay sinh 2 cau hoi :

1. Lam thé ndo Nhom quyét dinh dua story nao vao Sprint?

2. Product Owner 1am thé nao dé tic dong dén cac quyét dinh ciia ho?
Toi s& bat dau voi cau hoi thir hai.

Product Owner tac dong thé nao dé story nao dé dwoc dwa vao Sprint?

T6i s& ké vé cac tinh hudng dudi ddy ma t6i gip phai trong sudt budi hop 1ap ké hoach
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Product backlog
\

> Toc do Ude tinh

e

Product Owner khong hai long D khi thdy story khong duoc dua vao Sprint. Anh ta s& c6 nhiing
lya chon gi trong subt budi hop lap ké hoach?

Lua chon tht nhat d6 13 wu tién héa lai Product Backlog. Néu anh ta nang tim quan trong cta story
D 1&n cao hon, Nhom sé& bat budc phai bo sung nd vao Sprint (trong truong hop nay story C sé& bi
day ra khoi Sprint Backlog).

Lwa chon 1
~

> Toc do Ude tinh

M

Lua chon thtr hai 1a thay d6i pham vi — giam pham vi ctia story A cho téi khi Nhom tin 14 story D
s€ phu hgp véi Sprint nay hon.
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Lwa chon 2
~
A
B -
- > Tdc do U'érce tinh
D
S
E

Lua chon thtr ba 1a chia nho story. Product Owner c6 thé quyét dinh réng c6 mot vai yéu td cua
story A khong thuc sy quan trong, do d6 anh ta chia A thanh hai story Al va A2 véi mtrc d§ quan
trong khac nhau.

Lwa chon 3
A1

> Toc do Udc tinh

A2

J

r
A

mic du Product Owner thuong khong thé diéu khién duogc toc do udce tinh, nhung co
nhiéu cach anh ta c6 thé tac dong dé story nao d6 dugc dua vao Sprint.

Z,
=
=1
on
R
=
-
=
)
<
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Nhém quyét dinh dwa story vao Sprint nhw thé nao

Chung t6i sir dung 2 k thuat dé lam viéc nay:

Truc giac (Gut Feeling)

Tinh toan tdc do (Velocity)

Udc lvong véi ky thuat Gut Feel

Scrum Master: "Nay cac ban, ching ta c6 thé két thuc story A trong Sprint nay dugc
khong?" (4m chi tinh ning quan trong nhét trong cac hang muc ctia Product Backlog)

Lisa: "A. T4t nhién 1a dugc. Ching ta c6 3 tuan, va tinh ning nay ciing khong khé 1am"

Scrum Master: "OK, vdy véi tinh ning B thi thé nao?" (am chi tinh ning quan trong thtr
2)

Tom va Lisa cang tra 1oi: "Van khong van dé gi"

Scrum Master: "OK, vay sau tinh nang A, B thi lam tiép C duoc khong?"

Sam (hwéng téi Product Owner): "Tinh ning C bao gém viéc xir Iy Advanced Error?"
Product Owner: "Khong, cau c6 thé bo qua vi¢c do, chi trién khai xur ly 16i co ban."
Sam: "néu vay thi C ciing 6n."

Scrum Master: "OK, thé con tinh ning D?"

Lisa: "irm... "

Tom: "Tbi nghi 1a chung ta c6 thé."

Scrum Master: "Chic chin 90%? hay chi 50%?"

Lisa va Tom: "Hon 90%".

Scrum Master: "OK, viy ta s& 1am thém D. Thé con tinh ning E?"

Sam: "C6¢ 1€ duoc."
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Scrum Master: "90% hay 50%?"
Sam: "T61 nghi khoang 50%".
Lisa: "Toi ciing thé"

Scrum master: "OK, vay ta dé lai sau. Chung ta s€ hoan thanh céc tinh nang A, B, C, D.
Chung ta c6 thé hoan thanh E néu dugc, nhung khong ai chic chin nén ta s& khong dua vao
Sprint 1an nay. Moi ngudi thay thé nao?"

Moi nguoi cung tra loi: "OK"

K§ thuat Gut Feel 4p dung tSt cho nhitng nhom nho hay nhing Sprint ngan.

Uérc Iwong véi ky thuét tinh téc dé

K¥ thuat nay bao gém 2 budc:

1.

2.

Xac dinh Téc dé wéc tinh

Tinh toan xem bao nhiéu story c6 thé lam ma khong vuot qua toc do udce tinh.

Téc d6 1a thude do “luong cong viéc hoan thanh”, & d6, mdi hang muc duoc dit mot trong s trong
udc lugng ban dau.

Hinh anh dudi day 1a mét vi du vé toc do wde tinh (estimated velocity) ban dau ciia mot Sprint va
toc do thiee té (actual velocity) & cudi Sprint d6. Mdi hinh chir nhat 1a mot story, con s6 bén trong 6
chit nhat d6 13 udce tinh ban dau.

B&t dau Sprint Két thuc Sprint
8 Hoan thanh! 8 ]
Toc dd Thue
—— | Téc a0 usc =18
: . e

5 | > tinh < 26 Hoan thanh! 5

5 Hoan thanh! 5
| . ) J

3 ' Gan hoan thanh | 3

5 Chua trién khai 5
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Luu ¥ rang toc do thuc té dugc dua trén ban wdc tinh ban dau cua mdi story. Bat ky thay doi nao
vé thoi gian wéc tinh hoan thanh tinh niang trong sudt Sprint s& bi 10 di.

T6i di nghe thay phan hdi rang: “Diéu nay hitu ich nhu thé nao? Tc do cao hay thap co thé phu
thudc vao rit nhiéu yéu t6! Cac 1ap trinh vién yéu kém, sy ding dén cua udc tinh ban dau, sy md
rong pham vi, khong 1ap ké hoach cho nhiing x40 trdn trong subt Sprint, v.v.!”

T6i ddng y rang cac con sb nay rat kho khan. Nhung né van hiru ich, dic biét khi so sanh véi viée
khong co6 gi dé xem xét. N6 cung cap cho ban mot sb dir kién cing. “Khéng ké nhimg 1y do trén, &
day ta chi tinh dén su khac nhau tuong d6i giira viéc ching ta da dy kién bao nhiéu va da hoan
thanh dugc bao nhiéu trong thuc té”.

Diéu gi xay dén véi nhimng story “gan hoan thanh” trong Sprint? Tai sao ching ta khong lay mot
phan diém cua story d6 dé dua vao toc do thuc té? Vang, diéu nay nhan manh dén thuc té cua
Scrum (va ca trong Phat trién phan mém linh hoat (Agile) 1an phuong phap san xuét tinh gon noi
chung (Lean Manufacturingg), d6 1a chi noi vé nhitng viéc da duoc thuc sy hoan thanh, c6 thé
chuyén giao, di két thuc. Gia tri cia nhitng thtr méi hoan thanh mot nira 1a sb khong (thuc té 13 bi
bac bo). Xin hiy doc cudn sach “Managing the Design Factory” ctia Donald Reinertsen hay mot
trong nhitng cudn sach ctiia Poppendieck’® dé biét rd thém vé diéu nay.

Vay thi chiing ta can thong qua tha thuat phirc tap gi dé c6 tdc do wdc tinh?

Mot cach rat don gian dé wdc tinh toc do 12 xem lai nhitng gi ma nhom da trién khai truée day. Toc
d6 ctia ho trong mot vai Sprint gan day 1a gi? Sau d6 gia dinh toc do bam theo khoang d6 cho
Sprint téi.

K¥ thuat nay duoc biét v6i cai tén Thoi tiét ciia ngdy hém qua. N6 chi pht hop véi nhitng nhém da
thue hién dugc mot sd Sprint (khi dd co duoc sb liéu thong ké) va nhitng Sprint tiép theo duoc
hoan thanh véi phuong thirc gan giéng véi nhitng Sprint cii, v6i cung kich thude nhom trong cling
didu kién lam viéc, v.v.. Didu nay tit nhién khong phai liic nao ciing dugc nhu vay.

® Lean Manufacturing (hay Lean Production): san xuét tinh gon, c6 xut xt truc tiép tir Hé théng san xuit Toyota
(Toyota Production System), 1a mét phuong phéap dwoc xay dung dua trén ¥ tudng co ban vé loai bo cac du thira
khong can thiét trong chu trinh phat trién san pham, t6i ru hoa ludng san xuat dé tao ra cac gia tri cao nhit cho khéch
hang. Lean c6 anh huong rong 16n trong cac nganh cong nghiép, rat gan giii vai Agile va c6 anh hudng 16n trong cac
hoat dong thuc tién cta nhitng ngudi thuc hanh Agile. Mot trong cac phuong phap Agile dugc chuyén doi gan nhu
tryc tiép tir Lean Manufacturing sang thé gioi phan mém, 1a Lean Software Develpoment.

1% Tom Poppendieck va Mary Poppendieck, cic tac gia ciia loat sach vé Phat trién Phin mém Tinh gon (Lean Software
Development).
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C6 mot van dé phire tap hon 1a phai tinh toan duoc ngudn luc co ban. Gia st chung t6i dang phai
1én ké hoach cho mot Sprint kéo dai 3 tudn (15 ngay lam viéc) voi mot nhom 4 nguoi. Lisa s& c6 2
ngay nghi. Dave thi chi ¢6 thé 1am viéc v&i 50% thoi gian va s& c6 1 ngay nghi. Hay liét ké tat ca
nhiing diéu do...

TOM 15
LISA s
SAM is
DAVE 7

50 NGAY CONG

... 50 ngay cong sin sang cho Sprint nay.

Gia tri trén c6 phai 1a tbc d6 wdc tinh? Khong! Do don vi wéc tinh ciia ching t6i 1a diém (story
point), nén trong trudng hop ndy, d6 mai chi 1a gia tri “sé ngay cong 1y tudong”. Mot ngay cong ly
tuong 13 mot ngay 1am viée tap trung, thuc sy hiéu qua, khong bi lam phién, diéu nay rat hiém.
Ngoai ra, ching t6i con phai tinh dén nhiing viéc khong nam trong dy kién nhung van phat sinh
trong Sprint, vi du nhu nhan vién nghi viéc vi 6m, v.v.

Do viy, toc dé wéc tinh cia ching toi chic chan phai nho hon con s6 50. Nhung nho hon bao
nhiéu? Chang t6i s& dung dén khai niém “hé s tap trung” (focus factor) dé xac dinh diéu do.

PAY LA T8¢ PO UOC TiNH CUA SPRINT:
(S6 NGAY CONG PAP UNG) X (HE $6 TAP TRUNG) = (TGC PO UGC TINH)

“Hé s6 tap trung” la mot s6 uGe luong do tap trung cong viéc cia nhom. Mot hé sb tap trung thép
c6 nghia la nhém cé thé bi phan tam boi nhiéu viéc khac hodc thoi gian udc tinh ctua ho 1a qua lac
quan.

HE SO TAP TRUNG CUA SPRINT GAN PAY NHAT:

(T6C PO THUC TE)

(HE SO TAP TRUNG) =
(SO NGAY CONG PAP UNG)
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Cach tot nhat dé xac dinh hé s tap trung phu hop 1a hiy dwa vao Sprint gin nhét (hay tot hon 1a
dwra trén mirc binh quan cia mot s6 Sprint gin nhat).

Toc do thuc té 13 tong cac gia tri woc tinh cua tat ca cac story dugc hoan thanh trong Sprint gan
nhét.

Gia sir Sprint gan nhét c6 18 diém duoc hoan thanh véi nhém 3 thanh vién bao gdm Tom, Lisa va
Sam, lam viéc trong 3 tudn voi tong s6 45 ngiy cong. Bay gid chiing toi can tinh ra téc d6 udc tinh
cho Sprint tiép theo. Dé giai quyét nhiing thir phtrc tap, nhém c6 thém thanh vién méi gia nhap 1a
Dave. Tinh ca cac ky nghi va mot s6 thtr khac, chung t6i 6 50 ngay cong cho Sprint tiép theo.

HE sO TAP TRUNG CUA SPRINT GAN DAY NHAT: TOC PO USC TiNH CUA SPRINT NAY:

@= 18 PIEM 50 NGAY CONG X 40% @
45 NGAY CONG =

e
.
L
e
.

.
..
.....
.....
............
-------------
--------------------------

Vi vay, toc do udc tinh cua ching toi v6i Sprint toi 14 20 diém. Piéu d6 c6 nghia 13 nhom nén thém
C4c story vao Sprint cho t&i khi viéc bo sung d6 xap xi 20 diém.

B&t dau Sprint nay
5 N\

8 >19 diém duoc dua
vao Sprint

w

3 |
Khéng thich hop
3 ]

dé dwa vao Sprint

w | O |w

Trong trudong hop nay, nhom co6 thé chon 4 story ding dau c6 tong s diém 1a 19, hodc chon 5
story véi tong sd diém 1a 24. Hay bao ho chon giai phéap 4 story, do n cho gia tri gan nhat vai 20
diém. Néu khong chic chan, hay chon it story hon.

Do 4 story c6 tong s6 diém 13 19 nén tdc dd wdc tinh cudi ciing ctia ho cho Sprint nay 1a 19.
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K¥ thuat “thoi tiét ngdy hom qua” kha 1a d& 4p dung, nhung hiy van dung n6 véi chut it diéu chinh
cho phu hop. Vi truong hop Sprint gan nhit c6 két qua kém vi hau hét cac thanh vién trong nhom
phai nghi 6m mot tuan, khi d6 c6 thé an toan dé ban gia dinh rang tinh trang khéng may nhu thé s&
khong lip lai va ban c¢6 thé wdc tinh voi hé s tap trung cao hon cho Sprint tiép theo. Véi trudng
hop nhém vira cai dat duoc hé thdng build lién tuc (continuous build system®), ban c6 thé tang hé
sO tap trung tGi mot gi tri tot hon. Trong trudng hop nhém co thém mot thanh vién moi, ching ta
can giam hé sb tap trung vi phai ton thém chi phi dao tao anh ta.v.v..

MG&i khi c6 thé, hiy xem xét mot vai Sprint gan ddy va ldy trung binh cong dé c6 dugc nhiing uéc
luong thuc té hon.

biéu gi s€ dén néu nhu nhom vira méi duge thanh 1ap va ban khong c6 chut dir licu théng ké nao?
Hay xem lai “h¢ s tap trung” cuia cac nhém khac ¢ cung hoan canh.Lam gi néu ban khong tim ra
dugc nhém nao tuong tu? Hiy udc doan “hé sb tap trung”. Mot tin tot 12 gia tri udc doan dé chi ap
dung & Sprint dau tién. Sau d6, ban da c6 duoc dir liéu théng ké va ban c6 thé tiép tuc tinh toan va
cai thién gid tri cac hé s6 va tdc do wdc tinh.

Thuong thi “mac dinh” hé sb tap trung sit dung cho nhom méi c6 gia tri vao khoang 70%, do la
con s ma cac nhom cua chung t6i dat dugce qua thoi gian.

Chung ta sé st dung ky thuat wéc tinh nao?

T6i dd n6i & trén mot s6 ky thuat: Truc giac, tinh tbc do dua trén “tinh hinh ngay hém qua” va tinh
tbc do dua trén s6 luong ngay cong kha dung va hé s6 tap trung ude tinh.

Vay chung t61 st dung k¥ thudt nao?

Chuing t6i thudng phdi hop tat ca cac ki thuat dé tim dugc con sb twong ddi. Ching khong tén
nhiéu thoi gian.

Chung t6i xem xét hé s6 tap trung va toc do thyc té cua Sprint gan nhat. Chung t6i xem xét tong
ngudn lyc sdn sang cho Sprint ndy va udc tinh hé s tap trung. Chung t6i thao luan vé bt ky sy
khac nhau giita hai hé s6 tap trung nay va c6 nhiing diéu chinh can thiét.

Mot khi ching t61 c6 dugc danh sach so bo cac story dugc dua vao Sprint, to61 su dung k¥ thuat
“Truc giac” dé kiém tra. Khi d6, t6i ciing yéu cau nhom tam thoi bo qua cac con sd trén va chi

1 cac hé tu dong build lién tyc, con goi 1a cac hé tich hop lién tuc (Continuous Integration), nhu Maven, Hudson,
CruiseControl v.v., 13 c4c phan mém ty dong tai vé ma ngudn va cic tai nguyén can thiét tir kho luu trit ma ngudn,
bién dich va xay dung cac goi thyc thi (executables). Nhd vao qué trinh ty dong hoa nay, Nhoém phét trién khong phai
bién dich va build thu cong, tiét kiém dugc cong sirc trong phét trién phan mém.
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nghi vé viéc “cam thay” c6 dua vao Sprint ndy dugc khong. Néu cam thay qua nhiéu, chung toi s&
loai bo mot hodc hai story, va nguogc lai.

Cubi ngay l1am viéc hom do, muc tiéu cua ching t6i chi don gian 1a x4c dinh nhitng story nao s&
duoc dua vao Sprint. H¢ $6 tap trung, nguén luc kha dung va Tdc d6 ude tinh chi co y nghia dé dat
duogc cac muc tiéu d6 khi két thac Sprint.

Tai sao chung t6i sir dung cac thé chi muc (Index Card)

Tai hau hét cudc hop 1ap ké hoach Sprint, duoc sir dung dé xur 1y cac story trong Product Backlog.
Udc tinh, dat lai do wu tién, phan loai va chia nhé cac story, v.v.

Chuing t6i thuc hién diéu nay nhu thé nao?

Vang, mic dinh, cac nhom s& sir dung may chiéu, hién thi backlog trén Excel, va mot thanh vién
(thuong 1a Product Owner hodc Scrum Master) sé sir dung ban phim, duyét luét qua mdi story va
moi moi nguoi thao luan. Ca nhém va Product Owner s€ thdo ludn mtrc d6 uu tién, thong tin chi
tiét va tién hanh cap nhat truc tiép trén Excel.

Nghe c¢6 vé rat tot? Thyc ra ciing khong han. Thudng 1a rat t&. Va diéu t6i té hon, nhém thudng
khong nhén ra cho dén khi gén két thic cude hop, khi d6, nhém nhén ra réng ho van chua thong

qua dugc danh séach cac story!

Mot giai phap tt hon nhiéu 1a tao ra cac thé chi muc Va ddn chiing lén tuwong (hoic mot bang 16m)

<—— QUAN TRONG HON iT QUAN TRONG —»
QU I TEN i e RUT TE N
BACKOFFICE

bicu nay cho ta céi nhin rat tryc quan néu so vdi may tinh va may chiéu, boi vi:

e Moi ngudi co thé ding gan va di lai xung quanh dé6 => ho s& nhin thiy thudng xuyén va
luu y 1au hon.
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e Moi nguoi déu cam ban than minh duoc tham gia (khéng chi mdi mot anh chang dang
dung ban phim).

e Nhiéu story c6 thé duoc chinh stra dong thoi.
e Viéc danh gid lai muc d6 uu tién rat don gian - chi viéc di chuyén cac thé chi muc.

e Sau cudc hop, cac chi muc co thé duoc gilr lai trong phong lam viéc ciia nhém va s& dugc
st dung nhu la bang cong viéc trén tuong (xem trang 59, "Ching t6i xay dung Sprint
Backlog nhu thé nao").

Ban c6 thé hoic 1a tu tay viét thé chi muc hodc (nhu chiing toi thuong 1am) st dung mot chuong
trinh don gian dé co thé in cac thé truc tiép tir Product Backlog.

Hang muc #55
D6 quan trong

Gf]’l tlén 30
Ghi chu

Can vé& UML sequence diagram. Hién tai chwa Uéc tinh
can ban tdm dén mé hoa

Cach thirc demo

DPang nhap, mé trang gi¥i tién, giti 10 Euro, t&i
trang xem s6 dw va kiém tra xem c6 tang thém
10 Euro khéng.

TB. Chuong trinh (script) nay co trén website cua toi: http://blog.crisp.se/henrikkniberag.

Luu y: sau cudc hop 1ap ké hoach Sprint, Scrum Master ctia chung toi thuong cap nhat lai Product
Backlog trong Excel, véi bat cur thay ddi nao da duoc thuc hién trén cac thé chi muc. Vang, day
chi 13 mot chat rac rdi vé mat tha tuc, nhung chung t6i thay rang hoan toan chap nhan duogc néu
nhin lai tinh hiéu qua cta cac thé chi muc trong cac cude hop 1ap ké hoach Sprint.

Mot luu y vé truong "Do quan trong". Diéu quan trong nay dwgc mé ta trong Product Backlog trén
Excel khi in ra. C6 nd, cac thé chi muc s& dé dang dugc sap xép theo mirc wu tién cua cong viéc
(thuong thi chiing t6i ddt cac hang muyc quan trong hon & bén trai, thap hon ¢ bén phai). Tuy nhién,
khi dd dan xong trén bang, ta c6 thé khong can dé ¥ dén muc quan trong ctia né nita va thay vao


http://blog.crisp.se/henrikkniberg
http://blog.crisp.se/henrikkniberg
http://blog.crisp.se/henrikkniberg
http://blog.crisp.se/henrikkniberg
http://blog.crisp.se/henrikkniberg
http://blog.crisp.se/henrikkniberg
http://blog.crisp.se/henrikkniberg
http://blog.crisp.se/henrikkniberg
http://blog.crisp.se/henrikkniberg
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d6, nhin vao tht ty sip xép trén bang dé biét duoc do quan trong. Néu Product Owner di hoan dbi
vi tri céc thé d6, dimg lang phi thoi gian dé cap nhat lai thong tin vé d6 quan trong trén céac to gidy.

Chi can cap nhat lai murc d quan trong cua trong Product Backlog trén Excel sau cudc hop.

Viéc u6ce tinh thoi gian s& d& hon (va chinh xac hon) néu ta chia cac story thanh cac tic vu. Trén
thuc té, chung t6i sir dung thut ngit "hoat dong (activity)" vi & Thuy Dién, tir “tac vu (task)” c6
nghia la mot cai gi d6 hoan toan khac :0)

Diéu nay ciing ciing t6t va d& dang hon dé tién hanh véi cac thé chi muc. Ban c6 thé chia nhém
lam viéc thanh tirng cap va cung nhau chia nho tirng story mot.

Cu thé, chung t61 thuc hién diéu nay béng cach thém vao cac ghi chu nhé dinh kém dudi mdi story,
mdi ghi chu 1a mt cong viéc can thuc hién.

7’
<+— QUAN TRONG HON IT QUAN TRONG —»
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Chung t6i khong cdp nhat lai Product Backlog trén Excel dé thém vao nhirng cong viéc duoc phan
tach & trén, c6 hai nguyén nhan:
e Cac cong viéc dugc tac nho thuong khong cb dinh, tirc 1a chung thuong bi thay dbi hoic
dugc dinh nghia lai trong suét Sprint. Do d6, s& rat khé dé tong hop vao Product Backlog
trén Excel.

e Product Owner khong can phai tham gia vao nhiing cong viéc & mirc do chi tiét nhu vay.

Chi v6i cac thé chi muc viét cac story, nhitng miu gidy viét cac cong viée duoc tach ra c6 thé duoc
tai sir dung trong Sprint Backlog (xem thém trang 45 "Chung t6i xay dung Sprint Backlog nhu thé
nao").

Pinh nghia “Hoan thanh”

Diéu quan trong 1a Product Owner va nhom ddng thuin cho mét dinh nghia rd rang vé "hoan
thanh". Mot story dugc cho 1a hoan thanh khi tit c4 ma ngudn di duogc kiém thir? Hodc 1a chi khi
dugc trién khai vao moi truong kiém thir va duge x4c nhan béi mot nhoém kiém thir tich hop? Mbi
khi ¢6 thé, chiing toi déu sir dung dinh nghia hoan thanh "sin sang dé trién khai san pham", nhung
d6i khi chung t6i phai st dung dinh nghia hoan thanh "d3 trién khai trén dich vy kiém thir va san
sang dé kiém thtr chdp nhan".

Thoi gian dau, ching toi di sir dung danh sach kiém tra chi tiét cho viéc ndy. Nhung bay gio,
chung t6i chi cAn néi "mét story duoc hoan thanh chi khi kiém thtr vién trong nhém Scrum chip
nhan". Pidu d6 c6 nghia 1a kiém thir vién dam bao rang Nhom Phat trién da hiéu dugc yéu cau cia
Product Owner, va story “hoan thanh” du dé vuot qua dinh nghia hoan thanh da dugc chip nhén.
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Chuing t6i dd nhan ra rang cac story can duogc xir 1y theo cach khac nhau. Mot story c6 tén 1a "Biéu
mAu truy van nguoi ding " can dugc xtr 1y rat khac so véi story ¢6 tén "Hudng dan van hanh".
Trong tinh ning thir hai, dinh nghia "hoan thanh" chi don gian 14 "dwgc chip nhan béi nhom véan
hanh". D6 1a 1y do tai sao cam giac chung thudng tdt hon so v6i danh sach kiém tra mé pham.

Néu ban thuong nham 1an vé dinh nghia hoan thanh (nhu chung t6i d3 vudng phai lic dau), ban
nén c6 han mot trudng "dinh nghia ciia hoan thanh" trén mai story.

Uérc tinh thoi gian str dung Bd bai Lap ké hoach®?

Viéc udc tinh 1a hoat dong ctia ca nhém - moi thanh vién can tham du vao viéc udce tinh tat ca cac
story. Tai sao vay?

e Trong luc lap ké hoach, ching t6i thudng khong biét chinh xac ai s& 1am phan viéc ndo trong
story.

e Cac story thudng doi hoi vai nguoi véi mot vai ky nang khac nhau (nhu thiét ké giao dién, lap
trinh, kiém thi, V.V.).

e Dé c6 mot wdce tinh, mdi thanh vién trong nhom can hiéu biét story do6 lam vé cai gi. Véi vige
yéu ciu moi ngudi tham gia ude tinh mdi hang muc, chiing t6i di dam bao moi thanh vién déu
hiéu r& vé hang muc d6. Viéc nay tang sy thong sudt giita cac thanh vién dé giup do nhau trong
ltc thuc hién Sprint. N6 ciing tang sy hiéu biét vé nhiing cau héi quan trong cho nhiing story sé
lam trong giai doan sau.

e Khi yéu cau moi nguoi tham gia ude tinh mot story nao do, chung t6i thudng nhan thay nhiing
su danh gia khac ctia cac thanh vién vé cing mot story. Diéu nay tdt cho viéc tim hiéu sau hon
va thao ludn sém vé no.

Néu ban yéu cau nhom cung cap mot udc tinh, thuong thi thanh vién hiéu rd nhat vé story do sé 1a
nguoi dau tién néu y kién. That khong may, didu nay s& anh huong rat nhiéu dén udc tinh cta
nhitng nguoi khac.

12 Planning Poker, con goi 1a Scrum Poker, 1a mot sang tao ctia Mike Cohn — mdt 1y thuyét gia va 1a nha thyc hanh
Agile ndi tiéng. Po6 1a mot bd bai vai cac 14 bai duoc danh s6 theo day Fibonacci (0,1, 2,3,5,8 ..) dugc dung trong udc
tinh twong di va 1ap ké hoach. Xem thém trén http://hanoiscrum.net vé cach dung, ciing nhu tai vé mot bo bai tiéu
chuén dé in ra va dung cho nhém ctia ban.



http://hanoiscrum.net/
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C6 mot ky thuat tuyét voi dé tranh gdp phai van dé nay - nd dugc goi la Planning Poker (theo to61
bict thi dugc d€ xuat boi Mike Cohn)

Moi thanh vién trong nhom s& nhan dwge mot bo bai 13 14 nhu hinh trén. Mdi khi phai u6c tinh
mot story nao d6, mdi thanh vién s& chon mot 14 bai co ghi gia tri ma minh udc tinh (tinh theo
diém) va dat ap xudng trén ban. Khi tat ca cic thanh vién trong nhém da chon xong 14 bai cta
minh, céac 14 bai s& duoc 1at 1én cung mot luc. Theo cach nay, mdi thanh vién budc phai danh gia
theo suy nghi ctia chinh minh thay vi bi anh hudng béi udc tinh cia nguoi khac.

Néu c6 su khac biét 1ém gitra hai gia tri uwdc tinh, nhom s€ thao luan vé nhitng khac biét d6 va cd
gang tao ra mot cai nhin chung vé nhitng viéc phai lam véi story dang xem xét. Ho c6 thé phai chia
ra cac cong viéc nho. Sau d6, nhom thyc hién wéc tinh lai. Vong lap nhu vay lap di lap lai cho dén
khi céc woc tinh tién gan toi gid tri chung, tirc 1a khi ma tit ca danh gia cho story dé xdp xi nhu
nhau.

Mot diéu quan trong can nhic cac thanh vién 1a ho dang udc tinh cho téng khéi lwong cong viée
can 1am cho story dé, chir khong phai 1a danh gia chi "phan viéc cta ho". Kiém thir vién khong nén
chi wéc tinh cho riéng phan kiém thur.

Luu ¥ rang cic con sd c6 thé khong lién tyc. Vi du nhu khong c6 gia tri nio nam giita 40 va 100,
Tai sao vay?

Diéu nay tranh cho nhitng cam giac sai 1am vé tinh chinh xac khi dua ra nhitng u6c tinh 16m vé thoi
gian. Néu mét story duoc uée tinh vao khoang 20 diém, khong qua can thiét dé thao ludn rang no
1én 14 20, 18 hay 21. Tt ca chung ta déu hiéu rang d6 13 mot story phirc tap, mat nhiéu cong strc va
khé dé dua ra ude tinh chinh x4c hon. Do d6, 20 1a con s6 ¢6 thé “choi” duge.

Chung ta c6 can ude tinh chi tiét hon khong? Chia nho céc story thanh nhitng story nhé hon va udc
tinh cho nhirng story nho do!
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Khong, ban khong thé 1am theo kiéu cong hai con s6 5 va 2 dé thanh 7. Ban phai chon hodc 1a 5,
hoic 13 8, khong ¢ sb 7 & day.

Mot sb 14 bai dic biét can luu y:
e 0 ="story ndy dd hoan thanh" hay "story nay quéa don gian, chi mét vai phat dé hoan thanh".
e 2 ="T6i thuc su khong hiéu gi vé n6. Khéng co gi ca."
e Biéu twong cdc ca phé = "Toi nghi 1a minh qua mét roi. Nghi ngoi mét chat nhé."

Phan loai cac story

Diéu t6i té nhat xay ra khi nhom dang thuyét trinh day ty hao vé mot tinh niang méi tai budi demo
Sprint, va Product Owner cau may néi "véang, tot day, nhung d6 khdng phdi la thir t6i yéu cau"

Lam sao dé dam bao nhiing gi Product Owner hiéu ciing 1a nhitng gi nhém hiéu vé mdi story?
Hodc mdi thanh vién trong nhom cé cing su hiéu biét gidng nhau vé mdi story? Vang, ban khong
thé. Tuy nhién, c6 mot sb k¥ thuat don gian dé xac dinh nhitng hiéu 1am tho thién nhat. Ky thuat
don gian nhat 1a dam bao rang tat ca cac truong thong tin can thiét cia mdi story duogc viét ra day
dua (cu thé hon, 1a v6i mdi story c¢6 mirc d6 uu tién cao duoc quan tAm trong Sprint nay).

Vidu 1:

Nhém phat trién va Product Owner rat hai long v6i ké hoach Sprint va chuan bi két thiic cude hop.
Scrum Master néi: “Doi mot chut, story ‘Thém méi ngudi dung’ van chua c6 udc tinh. Hy uéc
tinh n6 da!” Sau mot vai vong choi Poker, nhom dat duoc dong thuan 20 diém cho story d6, nhung
Product Owner dtg day ngay “Cai gi co?!”. Sau vai phat thao luan néng, van dé dugc phat hién
ra, nhom d hiéu sai pham vi cta story ‘“Thém méi nguoi ding’, ho nghi rang n6 sé 1a ‘mét giao
dién web dep voi cac chirc nang thém moi, di chuyén, x6a va tim kiém ngudi ding’, trong khi
Product Owner lai hiéu ‘thém méi nguoi ding don gian thyc hién bang tay thong qua cau lénh
SQL trong co s& dir liéu’. Ho da phai udc tinh lai véi 5 diém cho story nay.

Vidu 2:

Nhém Phat trién va Product Owner rat hai long voi ké hoach Sprint va chuén bi két thuc cudc hop.
Scrum Master néi: “Dgi mot chut, story ‘Thém mai ngudi dung’, s€ dugc demo nhu thé nao?”.
Mot s6 tiéng xi xao dugc phat ra va sau mot phut, mot sb thanh vién dimg day phat biéu “Vang,
dau tién chung ta can dang nhap vao website, va sau do...”, va Product Owner lién ngat 1o “dang
nhap vao website?! Khong, khong, khong, chirc ning nay khong can thiét chut nao, chi can nguoi
quan tri thuc hién vai Iénh SQL don gian 1a dugc”.
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Mo ta "cach thitc demo" cho story co thé (va nén) thdt ngdn. Néu khong, ban s& khong thé két thiic
cudc hop 1ap ké hoach Sprint diing gio. D6 1a mé ta mirc don gian trong tiéng Anh vé viéc lam thé
nao dé thuc hién céac kich ban kiém thtr didc trung nhat. "Lam diéu nay, roi lam viéc kia, sau d6 xac
minh diéu nay".

T6i nhan thdy rang mé ta don gian nay thuong phat sinh nhimng hiéu 1dm 16n vé pham vi cia mot
story. Phat hién van dé sém ciing tot, dung khong?

Phéan tach cac story thanh nhirng story nhé hon

Trong udc tinh, cac story khong nén qua nho hodc qua 16n. Néu ban c¢6 mot loat cac story voi 0,5
diém, ban c6 thé dang 1a nan nhan cia quan 1y vi md. Mit khac, mot story c6 40 diém c6 nguy co
cao trd thanh “hodn thanh mét phan”, cii 6 khong dem lai gid tri cho cong ty va chi gia tang chi
phi quéan 1y. Hon nita, néu tdc dé wéc tinh cha 1a 70 va c6 hai tinh ning wu tién cao nhit déu 1a 40
diém thi viée lap ké hoach s& rat kho khan. Ban phai lya chon hoac dudi muc chi ti€u (chi chon
mot story) hoac vurgt mirc chi tiéu (chon ca hai story).

T6i nhan thdy rang ludn c6 thé phan tich mot story 1on thanh nhiing story nhé hon. Chi can bao
dam nhitng story nhoé d6 van c6 gia tri nghiép vu khi chuyén giao.

Thuodng thi ching t6i ¢d ging dua nhimng story vé khoang 2 - 8 ngay cong. Mot nhom dién hinh
thudng c6 toc dd vao khoang 40-60 diém, diéu niy cho phép chung t6i xur 1y khoang 10 story véi
mdi Sprint. D6i khi it hon vai 5 story va d6i khi nhiéu hon véi 15 story. D6 ciing chinh 1a s6 lugng
thé chi myC ma ching toi c6 thé quan 1y duoc.

Phéan tach story thanh cac tac vu

Cho mot chut, didu khac biét gitra “task” (hang muc coéng viéc, tic vu, cong viéc) va “story” la gi?
Cau héi nay rat quan trong.

Kha d& dé phan biét hai khai niém nay. Story 1a nhitng thanh phan ctia san pham chuyén giao duoc
ma Product Owner quan tdm. Tac vu khong phai 1a thanh phan chuyén giao, hodc 1a nhimng thanh
phan ma Product Owner khong quan tam.

Vi du vé viéc tach mot story thanh cac story nhé hon:
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THEM\SUA LAY TAT CA
USER CAC USER

Vi du vé viéc tach mot story thanh cac tac vu:
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Dudi day 1a mot sé ghi nhan tha vi:

e Cac Nhom Scrum méi thuong khong mudn danh thoi gian dé phan tach story thanh cac tac
vu nhu vi dy minh hoa & trén. Mot s6 con cam thay hudng tiép can ndy gidng nhu phuong
phép thac nude (waterfall).

e Khi Nhém hiéu rd vé cac story s& gitp viéc phan tach ching thanh cac tac vu dé dang hon.

e Viéc phén tach thuong lam gia ting cac cong viéc do d6 dan dén ude tinh thoi gian c6 thé
tang 1én, va cling gitp viéc 1ap ké hoach Sprint sat v4i thuc té hon.
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e Phan tach cong viéc con giup cho cac budi Hop Scrum Héang ngay hiéu qua hon (Xem ndi
dung “Chiing t6i tién hanh Hop Scrum Hang ngay nhu thé nao” & trang 48).

e Tham chi, néu viéc phan tach cong viéc khong chinh xac va c6 thé lam thay doi cong viéc
khi trién khai, thi nhitng loi ich & trén van dugc chap nhan.

Vi vay, ching t6i c6 ging dé 1ap khung thoi gian phu hop cho Sprint, nhung néu vuot quéa thoi
gian cho phép chiing toi s& boé ching ra khoi Sprint (Xem phan “Chung ta can ding & dau” bén
duoi).

Luru y — chung t6i trién khai TDD (Phat trién Huéng Kiém thir) nghia 12 cong viéc dau tién v6i hau
hét cac story 1a “viét mot kiém thir cho két qua sai” va cong viéc cudi clng 13 tai cau tric (refactor
= tang tinh dé& doc ctia ma ngudn va loai bé ma ngudn lap).

Xac dinh thoi gian va dia diém cho bubi Hop Scrum Hang ngay

Mot cong viée thuong bi bd quén trong cac budi Hop Ké hoach Sprint do 1a “xac dinh thoi gian va
dia diém Hop Scrum Hang ngay”. Néu khong thuc hién viéc nay Sprint cta ban s& dé& c6 mot khai
dau t6i t&. Budi Hop Scrum Hang ngay dau tién 1a budi khoi dong can thiét, & d6 moi thanh vién s&
quyét dinh noi khoi dau cong viéc ctia minh.

T6i thudng thich hop vao budi sang hon. Nhung, t6i phai thira nhan rang ching t6i khong thyc sy
cb gang dé thir tién hanh cac cudc Hop Scrum Hang ngay véao budi trwa hodc budi chiéu.

Nhiing nhuwoc diém cia viéc Hop Scrum Hing ngay vao budi chiéu: khi ban tién hanh cong
viéc vao budi sang, ban phai ¢d gang nhd nhitng gi ban néi v6i moi ngudi vao chidu ngay hom qua
vé nhirng cong viéc ma ban s& 1am hém nay.

Nhiing nhwogc diém cia viee Hop Scrum Hiang ngay vao budi sang: khi ban bit dau cong viéc
vao budi sang, ban phai cd gang nhé nhiing gi ban da lam hém qua dé ban con bao céo no.

Theo t6i thi nhugc diém dau 1a t6i hon, vi hau hét nhitng diéu quan trong lai 1a nhirng thir ma ban
sé phai lam chtr khong phai nhiing thir ma ban da lam.

Phuong thirc mic dinh ctia chung toi 1a chon thoi gian sém nhat duge chap nhan boi tat ca cac
thanh vién trong Nhom. Thuong 14 9:00, 9:30, hodc 10:00. Diéu quan trong nhat do6 1a thoi diém
ma moi thanh vién trong nhom déu thuc su chép nhéan.

Chung ta can dirng & dau

OK, vay la thoi gian dang troi di. Tat ca nhitng thir ma ching ta mudn 1am trong sudt thoi gian hop
ké hoach Sprint, chiing ta can cat bo nhiing gi khi ma thoi gian hop da hét?
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A, 161 sir dung danh sach wu tién duéi day:

U tién 1: Muc tiéu cta Sprint va ngdy demo. Pay 1a diéu t6i thiéu ban cin c6 dé bit dau mot
Sprint. Nhém phai c6 muc tiéu, ngay két thiic, va ho can lam viéc dung v6i Product Backlog. Vay
thi that 1a t¢, vang, va ban nén xem xét dé td chirc mot cudc hop lap ké hoach méi vao ngay mai,
nhung néu ban thuc sy can phai bat dau Sprint nay thi ban cé thé van tién hanh duogc. Mic du vay,
thanh that ma néi, t6i chua bao gio thuc sy phai bat dau Sprint voi thong tin it 6i nhu thé.

Ul tién 2: Liét ké ra c4c story ma Nhom phai thuc hién trong Sprint nay.

U'u tién 3: Udc tinh cho tat ca cac story trong Sprint.

U'u tién 4: “Cach thirc demo” duoc dién cho mdi story trong Sprint.

U tién 5: Tinh toan toc d6 va tai nguyén cho Sprint cua ban thyuc sy da dugc kiém tra. Bd sung
danh sach cac thanh vién cia Nhom va nhiing cam két ctia ho (néu khong ban khong thé tinh toan
dugc toc do).

U'u tién 6: Xac dinh thoi gian va dia diém Hop Scrum Hang ngay. Diéu nay chi may mot chut thoi
gian dé quyét dinh, nhung néu cac ban da hét thoi gian cho viéc d6 thi Scrum Master don gian c6
thé quyét dinh diéu nay sau budi hop va giri email cho moi nguoi.

U'u tién 7: Tach céc story thanh céc tac vu. Viéc phan tach niy c6 thé duge thuc hién hing ngay
két hop véi cac budi Hop Scrum Hang ngay, nhung no sé& co thé lam gian doan tién d6 cua Sprint.

Céc story ki thuat (tech stories)

Pay 1a mot van dé phire tap: cac story ki thuat. Hodc cac hang muc phi chitc nang hay bat ky th
gi ban mubn goi tén.

T6i dang dé cap dén nhing thir can phai dugc thuc hién nhung khong cé kha niang dem lai, khong
¢6 lién quan truc tiép t6i bat ky mot story cu thé nao, va khong co gid tri truc tiép v6i Product
Owner.

Chung t6i goi chung 1a “story KT thuat” (tech story).
Vi du:
e Cai dat may chu build lién tuc

Tai sao lai can phai lam viéc nay: boi vi né tiét kiém khdi lwong 16n thoi gian cho cac nha
phat trién phan mém va giam thiéu phat sinh nhiing van d¢ 16n khi tich hop tng dung & cubi
phan doan.
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e Viét mé ta tong quan thiét ké hé théng

Tai sao lai cAn phai 1am viéc nay: Boi vi cac nha phat trién c6 thé quén thiét ké tong thé va
dan dén viét nhitng ma ngudn khong phi hop. Can c6 mot tai liéu mo ta “birc tranh 16n” vé
hé théng dé gitip moi nguoi tuan thi cung mot thiét ké.

e Cai tién ting DAO (Data Access Object)

Tai sao lai can phai lam vi¢c nay: Béi vi tang DAO thuc su 10n x0n lam mat nhi€u thoi gian
ctia moi ngudi do nham 14n va gy ra nhitng 16i khong can thiét. Lam sach ma nguon s& tiét
kiém thoi gian cho nha phat trién va taing cuong stc manh cho hé thong.

e Ning cip Jira (phan mém kiém soat 151)

Tai sao lai cAn phai lam viéc nay: Phién ban hién hanh co nhiéu 16i va chay chdm, ning cép
s& gitip cac ban tiét kiém thoi gian.
C6 nhitng story mang ¥ nghia thong thuong khong? Hodc chung 1a nhitng tac vu khong ¢ két nbi
v6i bat cir mot story cu thé nao? Ai 1a ngudi dat ¢ uu tién cho chung? Product Owner c6 nén
tham gia vao cong viéc nay?

Chung t6i d4 tién hanh rat nhiéu cac cach thirc khac nhau dé quan 1y nhiing story ki thuat. Chlng
t6i dd thir xtr 1y chung nhu nhitng story thudc phan 16p thir nhit, gidng nhu bat ky nhitng story
khac. Diéu nay 1a khong t6t, khi Product Owner thiét 1ap wu tién trong Product Backlog, n6 giéng
nhu viéc so sanh cic qua tdo vdi cac qua cam. Trong thuc té, vi muc dich minh bach, cac story
“cong nghé” thudng nhan duoc do wu tién thap véi mo-tip kiéu nhu “vang thua cc vi, t0i chéc
chan mot dich vu build lién tuc 1a rat quan trong, nhung hay cur xay dung cho chung t6i cac tinh
ning vé quan 1y doanh thu trudc da? Sau d6 cac vi co thé bd sung nhiing vién keo cong nghé cia
minh ciing van dugc ma?”

Trong mot s6 truong hop, Product Owner dung, nhung thuong thi khong. Chung toi da két luan
rang Product Owner khong phai luc nao ciing di diéu kién dé tao ra sy can bang. Vi vay sau day la
nhiing gi chiing t6i lam:
e C6 ging tranh nhimg story “cong nghé”. C6 tim cach dé dwa mot story “cong nghé” thanh
mot story thong thuong voi gia tri nghiép vu vira phai. Voi cach do Product Owner c6 co hoi
tdt hon dé tao nhiing sy can béng mot cach chinh x4c.

e Néu chung t6i khong thé chuyén mot story “cong nghé” thanh mot story thong thudng, thi
xem xét dén viée thue hién ching nhu mot hang muc cong viéc trong mot story khac. Vi du
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“cai tién ting DAO” ¢6 thé duoc xem 1a mot task ndm trong story “chinh sira user”, vi nd cé
lién quan dén ting DAO.

Néu ca hai cach trén déu khong thyuc hién duoc, hiy dinh nghia chung 12 mot story “cong
nghé”, va dit riéng chung trong mot danh sach. Hiy dé Product Owner trong thiy ching
nhung khéng duoc phép thay doi. Str dung cac “hé sé tdp trung” VA “toc dg wéc tinh” dé
dam phan véi Product Owner va khéo 1éo dua thém Sprint thoi gian dé trién khai cac story
“cong nghé” do.

Xem xét vi du sau (mot cudc ddi thoai tuong tu diéu nay da xay ra trong mdt cudc Hop Ké hoach
Sprint cua chiing t61).

Nhom: “Chung t6i c6 mot s6 cong nghé bén trong can phai dugc trién khai. Chung t6i mudn
ding 10% thoi gian dé thuc hién ching, nghia 14 giam cac thanh phan trong tam tir 75%
xudng 65%. Piéu d6 c6 duge khong?”

Product Owner: “Nay, khong dugc dau! Chiing ta khong co thoi gian cho viéc do!”

Nhom: “Théi dugc, anh hay xem lai Sprint trudc (tét cd moi nguoi déu quay nhin vao tde do
duoc v€ nguéch ngoac trén bang). Ching ta da udce tinh tde do 1a 80, va tde do thuc su 1a 30,
dang khong?”

Product Owner: “Chinh xac! Vi vy ching ta khong c6 thoi gian cho viéc trién khai may

"’

thtr cong ngh¢ do! Diéu ching ta can la cac tinh nang mai

Nhom: “Dugc r6i, nguyén nhan dan tdi tbe do clia chiing ta toi t¢ nhu vay 1a boi vi chiing ta
t6n qua nhiéu thoi gian dé c¢b ging tao ra cac ban phat hanh thong nhét cho vieecj kiém thir”.

Product Owner: “Dung rdi, sao nita?”

Nhom: “Tét, tdc do cua chung ta s€ tiép tuc toi té nhu vay néu ching ta khong lam gi dé cai
thién no.”

Product Owner: “Pdng ¥, sao nita?”

Nhom: “Vi vay ching toi d& nghi rang chiing ta s& danh khoang 10% thoi gian cta Sprint
nay dé cai dat mot may chu build lién tuc va mot sé thir khac tro gitp cong viée tich hop.
Diéu nay c6 thé s& 1am ting tdc do 1én it nhat 1a 20% cho Sprint ndy va cac Sprint sau do!”

Product Owner: “O that chi? Tai sao chiing ta khong lam diéu nay tir Sprint trudc?!”
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e Nhom: “A... bsi vi anh khong mudn ching t6i lam...”
e Product Owner: “O, w, tt thoi, day 1a mot ¥ tudng tt, trién khai ludn di!”

Di nhién, mot lya chon khéc d6 1a dé Product Owner ding ngoai hodc dua cho anh ta mgt h¢ ) tap
trung khong c6 kha ning thuong lugng. Nhung chang co 1y do gi dé khong cb ging dat duoc su
ddng thuan trude tién.

Néu Product Owner 13 mét thanh vién c6 thdm quyén (va chiing t6i may man c6 dugc diéu nay) toi
khuyén hay dé anh iy c6 co hoi thé hién kha ning cua minh va hiy dé anh ay thiét 14p cc wu tién
téng thé. Minh bach 1a mét trong nhiing gia tri ¢t 161 cua Scrum, dung vay khong?

Hé théng Theo ddi 16i va Product Backlog

bay 1a mdt van dé doi hoi su khon khéo. Excel 1a mot cong cu tdt danh cho Product Backlog.
Nhung ban van can mét hé théng theo di 16i (bug tracking system), va Excel khong c6 kha ning
thuc hién duge diéu nay. Chung t6i su dung Jira.

Vay chung t61 lam thé nao dé dua véan dé s dung Jira vao cudc hop lap ké hoach Sprint? Theo toi
chang can 1am gi ca, ctr 1o diéu do di va tap trung vao cac story.

Chiing t61 da thir mot vai chién luge sau:

e Product Owner in ra nhitng hang muyc c¢6 do wu tién cao nhét trong Jira, mang ching t6i
cudc Hop Ké hoach Sprint, va dan 1én tudng cing véi cac story (do d6 mic thé hién viéc so
sanh d6 uu tién cua cac hang muc do6 véi cac story khac).

e Product Owner tao ra cac story tham chiéu téi cac hang muc trong Jira. Vi dy “Chinh stra
nhirng 16i nghiém trong xay ra khi giri béo céo t6i bo phan hanh chinh, Jira-124, Jira-126, va
Jira-180”.

e Stra 16i dugc coi la viéc nam ngoai Sprint, tirc 14 mot Nhom giir hé s6 tap trung & mirc du
thap (vi du 50%) dé dam bao riang ho co thoi gian danh cho viée sira cac 16i. Sau d6 chi can
gia dinh rang Nhom s& méat mot khoang thoi gian nhat dinh trong mdi Sprint danh cho viéc
stra cac 16i dugc ghi nhan trong Jira.

e Dua Product Backlog vao Jira (thay cho Excel). Coi cac 151 nhu bat ky mot story nao do.

Thuc sy ching t6i khong danh gia chién lugc nao 1a tét nhat; trong thuc té né tiy thudc vao cac
Nhom khac nhau va mdi Sprint khac nhau. Mic du vay t6i thuong co thién hudng di theo chién
lugc thir nhat. Chién lugc d6 vira hay vira don gian.
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Hop Ké hoach Sprint da dén hoi két!

Cha, t6i khong bao gio nghi ring chuwong nay 1a vé cac cude hop 1ap ké hoach cho Sprint lai dai
nhu thé! Téi doan ring n6 phan anh quan diém cua toi vé viéc Hop Ké hoach Sprint 1a su kién
quan trong nhét ma ban can 1am khi trién khai Scrum. Sir dung nhiéu sy nd luc dé dat duge nhiing
thir dung din, va s& d& dang hon cho cac cong viéc sau nay.

Cudc hop 1ap ké hoach Sprint s& thanh cong néu moi ngudi (tit ca cac thanh vién cia Nhom va
Product Owner) vui vé khi roi khoi cudc hop, va mim cuoi khi tinh ddy vao mdi budi sang, va
hoan hi trong bubi Hop Scrum Hing ngay.

Khi d6, tit nhién tAt ca moi tht van c6 thé di Xuéng mot cach tdi té, nhung it nhét cac ban khong
thé d6 18i cho ké hoach Sprint :0)
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Chung téi truyén thdng trong cac Sprint nhw thé nao

Giit cho toan bd cong ty biét vé nhimg gi dang duoc lam 1a rit quan trong. Néu khéng moi ngudi
c6 thé s& phan nan, thdm chi t& hon 1a c6 nhitng nhan dinh sai 1dm vé nhitng gi dang dién ra.
Chuing t6i st dung mot “trang thong tin vé Sprint” cho viéc nay.

Nhom Jackass, Sprint 15

Muc tiéu Sprint

o Ban Beta sin sang phat hanh!
Sprint Backlog (udc tinh trong ngodac tron)
o Giitién (3)
o Cong cu chuyén ddi (8)
o Dang nhédp danh cho hanh chinh(5)
o Quan tri nguoi dung (5)
Téc d6 uée tinh: 21
Lich lam viéc
o Thoi gian cua Sprint: tir 06/11/2006 dén 24/11/2006
o  Hop Scrum hang ngay: 9:30 - 9:45, tai phong lam viéc cia Nhom
o Demo Sprint: 24/11/2006, 13:00, tai quan an ty phuc vu
Nhém
o Jim
o Erica (Scrum Master)

Tom (75%)

O

o Eva

o John
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Doi khi chung t6i ciing bd sung thém thong tin vé cach thirc tot nhat danh cho viéc demo mot
story.

Sau budi hop ké hoach Sprint, Scrum Master tao trang ndy, sau d6 dua thong tin nay 1én wiki, va
giri lai cho toan bo cong ty sém nhét co thé.

Tiéu dé: Sprint 15 cta Nhém Jackass da bidt diau

Chao moi ngudi! Nhém Jackass hién tai da bdt dau lam
Sprint 15. Muc tiéu cua chung téi 1la demo mdét ban beta sdn
sang d& phat hanh vao ngay 24/11.

Xem chi tiét théng tin cua sprint tai:
http://wiki.mycompany.com/jackass/sprintl5

Chung t6i ciing c6 mot trang “bang diéu khién” trén wiki, né s& lién két véi tat ca cac Sprint dang
duoc thuc hién.

Bing diéu khién ciia doanh nghiép

Céc Sprint dang dugc thuc hién

o Nhom X sprint 15

o Nhém Y sprint 12

o Nhém Z sprint 1

Thém vao do, Scrum Master s€ in ra nhirng trang thong tin ctia Sprint va dan ching 1én tuong bén
ngoai phong 1am viéc ctia nhém. Vi vay bat ky ai di qua d6 cling c6 thé nhin thay thong tin vé
Sprint d6 va biét dwgc nhoém nao dang lam viée gi. Néu co thém thong tin vé thoi gian va dia diém
Hop Scrum Hing ngay va demo Sprint, anh ta s& biét noi can dén dé biét thém nhiing thong tin
khac.

Khi Sprint gan két thuc, Scrum Master nhic nhd moi ngudi vé viée sip téi ngay demo:


http://wiki.mycompany.com/jackass/sprint15
http://wiki.mycompany.com/jackass/sprint15
http://wiki.mycompany.com/jackass/sprint15
http://wiki.mycompany.com/jackass/sprint15
http://wiki.mycompany.com/jackass/sprint15
http://wiki.mycompany.com/jackass/sprint15
http://wiki.mycompany.com/jackass/sprint15
http://wiki.mycompany.com/jackass/sprint15
http://wiki.mycompany.com/jackass/sprint15
http://wiki.mycompany.com/jackass/sprint15
http://wiki.mycompany.com/jackass/sprint15
http://wiki.mycompany.com/jackass/sprint15
http://wiki.mycompany.com/jackass/sprint15
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Tiéu dé: Demo Sprint cta nhém Jackass vao ngay mai
lac 13:00 tai quan an.
Chao moi ngudi! Cac ban dugc moi dén tham du budi demo

Sprint ltc 13:00 tai quén dn vao ngay mai (Tht S&u) . Ching
td1i sé& chay thir ban beta sdp dugc phat hanh.

Xem chi tiét théng tin cua Sprint tai:
http://wiki.mycompany.com/jackass/sprintl5

Lam nhu viy, chac chan s€ khong c6 ai néi rang minh khong biét viéc gi dang dién ra.


http://wiki.mycompany.com/jackass/sprint!5
http://wiki.mycompany.com/jackass/sprint!5
http://wiki.mycompany.com/jackass/sprint!5
http://wiki.mycompany.com/jackass/sprint!5
http://wiki.mycompany.com/jackass/sprint!5
http://wiki.mycompany.com/jackass/sprint!5
http://wiki.mycompany.com/jackass/sprint!5
http://wiki.mycompany.com/jackass/sprint!5
http://wiki.mycompany.com/jackass/sprint!5
http://wiki.mycompany.com/jackass/sprint!5
http://wiki.mycompany.com/jackass/sprint!5
http://wiki.mycompany.com/jackass/sprint!5

58 | SCRUM VA XP TU NHUNG CHIEN HAO

Chung téi xay dwng Sprint Backlog nhw thé nao
Ban d4 1am cong viéc nay kha 1au r6i? Ui cha, tt ddy.

Bay gio ta di tién hanh xong budi hop ké hoach Sprint va da két luan rd rang cong viéc trong
Sprint méi, day 1a thoi diém dé Scrum Master tao mot Sprint Backlog. Viéc ndy can dugc hoan
thanh sau budi hop ké hoach Sprint, nhung phai xong trude budi hop Scrum Hang ngay dau tién.

Khudén mau cho Sprint Backlog

Chung t6i da thir nghiém véi nhiéu dinh dang khac nhau cho Sprint Backlog, bao gdm ca Jira,
Excel, va bang cong viéc treo trén tuong. Hau hét khi mai st dung Excel, co rit nhiéu mau
(template) Excel sin co cho Sprint Backlog, bao gdm ca biéu d¢6 Burndown dugc ty dong sinh ra
va mot sd thir giong nhu vay. Toi c6 thé néi rat nhidu vé cach ching toi cai thién Sprint Backlog
trén Excel. Nhung t6i s€ khong 1am nhu vay ¢ day, tham chi 1a chi motvi du.

Thay vi viéc d6, t6i s& mo ta chi tiét nhitng gi chiing toi di tim thdy dé c6 dugc mot dinh dang hiéu
qua nhat cho Sprint Backlog — d6 1a mot bang cong viéc trén tudng!

Tim kiém mot birc tuong 16n dang khong str dung hodc chira nhitng thir chang may hiru ich nhu
biéu twong ctia cong ty, biéu do cii hodc nhitng birc vé xdu. Lam sach birc tudng (hdy xin phép dé
lam diéu nay néu ban khong c6 thim quyén). Dan 1én d6 mot to gidy co kho 16n (it nhét 1a 2x2
mét, hodc 3x2 mét cho moét Nhom véi nhiu thanh vién). Sau d6 lam tiép nhu sau:
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Thiét ké
GUI (€SS)

hﬂCkofﬁ Lam r&

CHUA DANG
TRIEN KHAI TRIEN KHAI HOAN THANH! :0) | MUC TIEU SPRINT: PHAT HANH BAN BETA
Vit
Kiém thir
ki ¥ Biew &b Burndown
DAO r
Don dep Tich hop RS
code 2 ng o= V\gay A \\
N
gl N ]
2 ngay 2 ngay \\
i ~
Pac ta \\
X corg M Gul ; Sl
= 1 ¥ N
chuyé™ % vigt i S
Trién khai g c| kigm thi 2 \\
viéc chuyén dsi R ngl 2 ngdd | o
8 ngdy 4 \\\
vigt ] <)
Pdng nhap kigm tht B,
backoffice | 2 ra4 T e S o
Tich hop Trign khat
&0 Gqul N ~ ~ _
g Jia: 2 ngly NGOAI DU KIEN STORY KE TIEP
MGOAR R A LS AT
Vigt
QERE | g th
tai khod n 3 ngdy
Rt tidn

Tat nhién 14 ban c6 thé sir dung bang trang. Nhung viéc d6 hoi lang phi. Néu c6 thé, hiy danh bang

trang cho thiét ké tho va sir dung nhiing burc twdng mau cho viée treo bang cong viéc.

Chly - néu ban c6 nhicu cong viéc, ding quén dan ching bang cac mau bang dinh, vi néu khong

ban c6 thé s€ thay chung nam la liét trén san nha vao mdt ngay nao do.
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Str dung bang céng viéc (taskboard) nhw thé nao

Vé thém moét diém movl

Nhirng coéng viéc
dang dworc ai d6 lam
trong ngay hém nay

Nhirng cong viéc
chuwa ai lam trong
ngay hém nay

Nhirng céng viéc sé
khéng phai lam
thém bat ctr diéu gi

7

vao biéu dé sau moi
buéi Hop Scrum Héng

| 7 ]/
V ’V
CHUA DANG : : .
TRIEN KHAI TRIEN KHAI HOAN THANH! :0) | MUC TIEU SPRINT: | /AT HANH BAN BETA
| [

Viét

f 1
i ¢ Truoce hét tat ca cac cong viéc trén ghi mau gidy
au sé du’orc di chuyen theo hwéng nay

D°:d"‘A Sau do hang muc trén backlog mau trang sé
dwoc chuyen sang cot HOAN THANH

1 ngay

viéc chuyén asi
8 ngay

|

Blew Burndown
-r\\
o .
T ~
~
Y ~
~
N
: N
B \\
N
- ~
= N
N
~
b ~
- ~
N
g ~
J ~
N
L _r‘A.
e mme gt R R |

NGOAI DU KIEN ~ STORY KE TIEP

Thigt ké
GUI (€SS)

Rt tidn

-

Tét nhién, ban c6 thé thém tat ca cac kiéu cot khac nhau. Vi du cot “Cho tich hop kiém thir” hodc
”. Tuy nhién truéc khi ban gdy thém réac rdi, hiy suy nghi ky. Viéc thém nhiing

“Da dwoc huy bo
cot nay co thire s can thiét hay khong?

T6i da phat hién ra nhitng thtr don gian va vo cung gia tri cho nhing diéu nay, vi vay t6i chi thém

Néu tat ca cac hang muc dwoc hoan
thanh trwée khi két thuc Sprint, chon
thém mot hang muc méi & day

vao nhiing cot khi chi phi cho viéc khdng lam nhu vay 14 rat 16n.

Vi du 1 — sau budi Hop Scrum Hang ngay

Sau budi Hop Scrum Hang ngay dau tién, bang cong viéc c6 thé tréng gidng nhu sau:
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CHUA PANG .
TRIEN KHAI TRIEN KHAI HOAN THANH! :0) | MUC TIEU SPRINT: PHAT HANH BAN BETA

Guiten| pao

0.5 ngay A g r\
Don deﬁ Tich ko) a Y
code 2 nhy - \\
-,
1 ngay =1 N
i N

Bléw dd Burndown
T ———————————

/\\ \
pic ta .
corg Gul S
chuyé"n abt 2 ngly \\\
Trién khai. g cuoin | <
... o
vige chuyén dsi R ngay A \\
4 N
8 ngdy | . VL
vigt | %
Pdng nhap kigm thr e,
a L Ll
backoffice 2 rgay g p—ym— \ T foget=T T R
Tich hgp | Trien khai
i aul
vG6i JBoss < s o o
5 ngl 219 NGOAI DU KIEN STORY KE TIEP
1 — —_—
Viét
Quéner | iigm e
tai khoa n 3 ngay
— Rt tidn

Thiét ké
GUI (€SS)

Nhu ban c6 thé thay, c6 ba cong viéc da dugc “trién khai” (checked out), tirc 1a Nhom lam viéc s€
bat dau nhitng myc cong viéc nay trong ngay hom nay.

D61 khi, do1 voi nhitng Nhém 16n, mét cong vige cd thé bi mac ket ¢ tinh trang “trién khai” vi
khong ai trong nhom nh¢ rang ai dang lam viéc d6. Néu diéu nay thuong xdy ra trong mot Nhom
thi can dua ra nhitng chinh sach nhu thém vao tén cia ngudi thuc hién cong viéc vao mdi cong

viéc da duogc chon dé trién khai.

Vi du 2 — Sau m§t vai ngay

Mot vai ngay sau bang cong viéc c6 thé trong nhu thé nay:
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MUC TIEU SPRINT: PHAT HANH BAN BETA

Vit

DAO

2 ngay

Trién khai
viéc chuyén asi

g ngay

CHUA DANG
TRIEN KHAI TRIEN KHAI HOAN THANH! :0)
alv“' tie n | kigm thir
Don dep
code | tich hop tE]
1 ngay ‘\
0.5 ngay
2l & Vit
cong aul Ki€m thir
chugén o 24y b gay, 3 ingdd

3 ngay

O.{Thist /q\; DB
Lagay

Pdng nhap
backoffice

Tich hop

Viét
kigm thir
2 ngdy

véi JBoss
2 ngay

P .|

Biéw &6 Burndown

Qua n tri kigm thir
tai khoa n 3 ngay
backoffi| Lam ro

Thigt ké
GUI (CSS)

NGOAI DU KIEN
e ——

Sia 8i vo ¥
1 nho
(JIRA 125)

2 g2y

Vig ¢

Wh"tel"ﬂ,ﬂe r
* ngay

STORY KE TIEP

Rt tign

Nhu ban c6 thé thdy ching t6i da hoan thanh story “giri tién” (ttrc 13 ma ngudn da duoc dua vao
kho quan 1y, da dugc kiém thir, da duoc tai cau tric v.v.). Cong cu chuyén d6i da duoc hoan thién
mot phan, chirc ndng dang nhap cho bo phan hanh chinh da bat dau duoc trién khai, va chirc ning
quén tri ngudi ding van chua bat dau.

Chung ta ¢6 3 hang muc chua dugc 1én ké hoach, nhu ban thay ¢ phia dudi bén phai. Diéu ny can

phai nhé khi ban tién hanh Hop Cai tién Sprint.

Duéi ddy 1a mot vi du thuc vé mot Sprint Backlog khi sap két thiic Sprint. N6 trong 16n xon hon
cac quy trinh Sprint, nhung diéu d6 chap nhan duoc vi thoi gian ton tai cia né khong 1au. Khi mot
Sprint méi duoc trién khai chiing ta don dep va lam mdi lai chiing dé chuan bi cho Sprint Backlog

r

mol.
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Cach lam viéc vé&i Biéu d6 Burndown

Hay phong to Biéu do Burndown:

Biéu do Burndown

Cong viéc
udc tinh
con laf
(Piém)

THANG s 12345,39101112,15 16 1713 1;’

Biéu dd nay cho thay:
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e Trong ngdy dau tién cia Sprint, ngay 1/8, Nhom dd uéc tinh c6 khoang 70 diém (story
point) can phai thyc hién. Piéu nay c6 anh hudng dén téc d6 udce tinh cia toan bd Sprint.

e Vao ngay 16/8 Nhom udc tinh c6 khoang 15 diém con lai can phai lam. Puong thing véi
nét dirt ndm & trén cho théy ho dang trong tam kiém soat, tic 1a vai tde do nhu vay ho sé&
hoan thanh tit ca cic cong viéc khi két thuc Sprint.

Chung ta b qua ngdy nghi cudi tuan trén truc X vi cong viée hiém khi dwoc 1am vao cudi tuan.
Chiing ta c6 thé thém vao cac ngay cudi tuan nhung diéu nay s& d& gay hiéu 1am khi xem biéu dd,
do d6 phan ngay nghi cudi tuan s& dugc thém vao cac “gach thiang” trong giéng nhu mot ky hiéu
canh bdo (warning sign).

Nhirng dau hiéu canh bao trén bang céng viéc

Nhin luét nhanh bang cong viée s& gitp bat ky ai co thé thdy duge Sprint dang dién ra nhu thé nao.
Scrum Master c6 trach nhiém dam bao réng Nhom hanh dong dua trén nhiing dAu hiéu canh bao

giong nhu sau:

Oi! Can phai bo bét
mét sé hang muc
ra khoi Sprint
Backlog

_~

Tiié’u do Burndown

] By W
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Cén bo sung thém
moét s6 hang muc
vao Sprint Backlog

[_3_:'é°u add Burndown

sy
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Oi troi! Nhom dang lam nhivng
thr khéng dang véi thr tw va
bé qua cac hang muc c6 mirc
wu tién hang dau!

Pac ta
cong M Gul

win Bl viee
T Tl kigm th
ong.. 4 2 ngay
2 ngay igc ¢

Ddng nhap
backoffice

Tich hop
véi JBoss
2 nga

‘ Rt tign ‘
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CHUA
TRIEN KHAI

PANG
TRIEN KHAI

HOAN THANH! :0) | MUC TIEU SPRINT: PHAT HANH BAN BETA

Oi troi! Nhirng hang muc
ngoai dw kién dang giét chét

Trién khai
viée chuyén dsi
8 ngay

Pdng nhap i v X

Tich hop
véi JBoss

24 1 8

Bidw dd Burndown

N

2 ngq
N vige
Qua n tyi kigm thir
tai khoa n 3 nga
backoffi| Lam ro

Thigt ké
GUI (€SS)

STORY KE TIEP
_—

NGOAI DU KIEN
_—

Ho p VO|—Sla [6i #112

Hop véi Joe

Rdt tien

Nay, thé con vé kha nang theo dbi thi sao?!

Viéc theo dbi (traceable™) t&t nhét toi c6 thé goi y trong phin nay 1a chup mot kiéu anh sb cua
bang cong viéc hang ngay. Néu d6 1a viéc ma ban phai lam. Téi thinh thoang lam nhu vdy nhung

khong bao gio can phai dao béi lai nhimng birc anh do.

Néu viéc theo ddi 13 quan trong v6i ban, thi co thé giai phap st dung bang cong viéc khong danh

cho ban.

13 Traceability 1a kha ning theo ddi va luu vét su tién trién, thay doi trang thai cua cong viéc hodc ban than bang cong

viéc. Mot bang cong viée bang Excel hodc cac phan mém quan li dy an thudng c6 kha niang lwu vét t6t hon 1 bang
cong viéc. Viéc nay thuong coé ich khi chung ta thanh tra lai cach lam, quy trinh, ddc biét 1a khi c6 sai hong; cac vét

lwu dugc s& cung cap bang ching dé ra quyét dinh sau do.
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Nhung t6i thue sy dé nghi ban hay thir uée tinh gia tri thue té cta viée luu vét chi tiét mdi Sprint.
Mot khi Sprint dugc hoan thanh va ma nguén chay tt d3 duoc gui di va tai li¢u da duogc trién khai,
c6 ai do thuc su quan tdm bao nhiéu story da dugc hoan thanh trong ngay thur 5 cua Sprint hay
khong? Co ai thuc su quan tim toi thoi gian duoc wde tinh cho viée “viét mot kiém thir sai cho

1
A

story ‘Gui tién’” khong?

Uéce tinh ngay va gio

Hau hét trong cac cubn sach va bai viét v& Scrum ban s& tim thiy cong viéc (task) dugc ude tinh
theo gio, chir khong phai theo ngay. Ching t61 da ting 1am nhu vdy. Cong thirc chung cta chiing
toi 1a: 1 ngay lam viéc (man-day) hiéu qua = 6 gid lam viéc (man-hours) hi¢u qua.

Bay gio chung t6i khong lam nhu vay, it nhat 1a véi tat ca cic Nhom cua chung t6i, do mot sb
nguyén nhan dudi day:

e Ubc tinh gio 1am viéc 1a qua nhd, viée ndy c¢6 xu hudng tao nén rat nhiéu cong viée 1-2 gio
va do d6 s€ trd thanh quan ly vi mé (micro-manage).

e Tir d6 suy ra rang tit ca moi ngudi dang nghi dén ngay lam viéc theo bat ky cach nao, né sé
dugc nhan 1én 6 trude khi viét thanh gio 1am viée. “Hum, cong viée ndy can mot ngay dé
1am. O t6i phai viét ra s6 gio, t6i s& viét 6 gio va sau do..”.

e Hai don vi tinh khac nhau gy ra nham 1an. “Nén udc tinh bang ngay 1am viéc hay gid lam
vige day?”

Vi vy bay gio chiing toi dung ngay lam viéc lam don vi thoi gian co ban dé ude tinh (du chung toi
goi né 1a diém (story points)). Gi tri thap nhat ciia chung toi 14 0.5, tirc 1a bat ky cong viéc nao
nhé hon 0.5 déu duoc huy bo hoac két hop lai v&1 mot cong viéc khac, hoac dé uéc tinh 1 0.5
(khong c6 hai 16n cho gi cho viéc udc tinh do). Hay va don gidn.
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Chung tdi bo tri phong Iam viéc nhw thé nao

Goc thiét ké

To6i da nhan théy nhitng cudc thao luan vé thiét ké thuong thu vi va gia tri nhét khi dién ra mot
cach ty nhién phia trudc bang cong viéc (taskboard).

Vi Iy do nay, chiing t6i ¢ ging sap xép khong gian nay nhu “goc thiét ké” hoan hao

Birc twérng Thiét ké (bang trdng Ion)
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Diéu nay thuc sy rat c6 ich. Khong c6 cach nao tot hon dé quan sat tong quan hé thong hon 1a
dung tai goc thiét ké va co thé nhin sang ca hai phia tuong, sau d6 nhin vao may tinh va thir ban
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build méi nhét cua hé thdng (néu ban may min c6 cac ban build lién tuc, xem trang 95, “Chuing toi
két hop Scrum véi XP ra sao”).

7
A0

“Birc tuong thiét k&” chi 1a mot bang tring 16n chira cac manh gidy va cac ban in cia céc tai liéu
thiét ké quan trong nhét (so dd tudn tu, cac ban mau thiét ké giao dién, mo hinh mién, V.V.).

Hinh trén: mot cudc Hop Scrum Hang ngay dang dién ra & mot goc nhu vay.

Hirm... biéu d6 Burndown tréng khéa dep va di xudng thang mot cach dang ngd ding khong nhi.
Nhung Nhém khang dinh rang d6 1a sy that :0)

DPat chd cho Nhém ngoi cing nhau!

Khi n6i dén cach bé tri ban va chd ngdi c6 mot didu khong can tranh cii.
Pat cho cho Nhdm ngoi cung nhau!

Dé 1am & mot chut nhitng gi t6i noi la

Piit chd cho Nhom ngdi cung nhau!
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Moi nguoi khong thich phai di chuyén. It nhat & noi t6i 1am viéc 1a nhu vay. Ho khong mudn phai
nhic tit ca cic d6 dung cua ho, g& may tinh, di chuyén tit ca gidy to sang mot chiéc ban méi va
sap xép moi th lai tir dau. Khoang cach cang ngin thi sy ngai ngan cang giam. “Théi nao 6ng
chu, sao lai phai di chuyén thém 5 mét nira 1am gi?”

Tuy nhién, khi xay dung cac nhom Scrum hiéu qua, khong c6 giai phap nao thay thé ca. Chi co
cach sip xép cho ho ngdi cing nhau! Tham chi ban phai xdm pham vao sy riéng tu ciia mdi ca
nhan, chuyén tit ca cac thiét bi ctia ho ra va tiy cac vét ban ca phé cii cua ho. Néu khong c6 khong
gian cho Nhom thi hay tao ra khong gian. O dau d6. Tham chi néu ban phai dit Nhom ¢ ting ham.
Di chuyén cac ban xung quanh, hdi 16 quan Iy tda nha, 1am bét ctr diéu gi c6 thé. Chi cAn Nhom
dugc ngdi ciing voi nhau!

Khi Nhoém ctia ban lam viéc cung nhau thi thanh qua s€ ¢6 ngay lap tirc. Chi sau mot Sprint Nhém
s& nhat tri rang y tuong dé ca Nhom cung nhau 1a ¥ tudng tot (t6i rat ra tir kinh nghiém cé nhan vé
diéu nay, khong co gi dé noéi néu Nhoém cuia ban khong qué bao thi dé thira nhan).

Bay gid can hiéu “cting nhau” nghia 1a gi? Céc ban 1am viéc duoc sip xép ra sao? Vang, t6i khong
6 bat ky mot y kién kién quyét nao vé viéc bd tri ban 1am viéc tdi wu. Va cho du tdi c¢6 1am, toi
cho rang hau hét cac Nhom khong vui vé vé kha nang quyét dinh chinh xac cach dé bd tri ban lam
viéc cta ho. Thuong thi phai tinh tdi cac rang budc khac nira — cac nhdm lan cén, ctra nha vé sinh,
may moc 16n gilra phong, v.v.

“Cung nhau” nghia 1a :

e Co thé nghe ré: Bt ctr ai trong Nhom c6 thé noi véi nguoi khac ma khong can phai noi to
hodc roi khoi ban cta anh ta.

e Khi ning quan sat: Bit ctr ai trong Nhém cé déu c6 thé nhin thay nhiing nguoi khac.
Moi ngudi déu c6 thé nhin thay bang cong viéc (taskboard). Khong nhat thiét 1 phai du
gan dé co thé doc duogc nhitng thi viét trén bang ma chi can nhin thay 1a dugc.

¢ Riéng biét: Néu toan bo Nhom ciia ban dot nhién ding 1én va tham gia vao mot cudc thao
ludn tu phat va truc tiép, khong ai ngoai nhém ctia ban & gén do bi quéy rﬁy. Va nguoc lai.

“Riéng biét” khong co nghia 1a Nhém phai hoan toan tach biét. Trong cin phong c6 thé phai du dé
Nhom ctia ban ¢6 dugc khong gian riéng va tudng bao xung quanh phong da 16n dé loc cac tap am
tir cac nhan t6 ngoai Nhom.

Va chuyén gi s& xay ra néu ban c6 mot Nhom phan tan? Vang, vay khong may cho ban roi. Sir
dung cang nhiéu cic k¥ thuat hd trg c6 thé dé giam thiéu anh hudng — hoi thao truyén hinh,
webcam, cac cong cu chia s€¢ man hinh, v.v.
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B6 tri cho Product Owner mét khu vwc

Product Owner s& du gan dé Nhom c6 thé di t6i va hoi anh ta vai diéu, va anh ta c6 thé di toi bang
cong viéc. Nhung anh ta s& khong dugc ngdi cung Nhom. Tai sao? Bdi vi c¢6 thé anh ta s& khong
kiém ché dugc ban than va can thi€p vao chi tiét, va Nhom s& khong “két dinh” mot cach ding dén
(tic 1a dat duoc su gén Két, tu quan, trang théi siéu nang suét).

Thanh that ma néi, day 1a viéc ma t6i suy dién. T6i chua thyc sy nhin thiy trudng hop nao ma
Product Owner ngdi cing v6i Nhom, do d6 t6i khong c6 kinh nghiém thuc té dé néi rang d6 1a
kién t0i. D6 chi 14 truc cam va duoc nghe noi tr cdc Scrum Master khac.

B6 tri cho nhivng ngwei quan ly va ngwei huan luyén & mét khu vuc

Véi t6i diéu nay hoi kho viét do toi vira 1a quan 1y vira 1a ngudi huan luyén ...

Cong viée cua toi 1am viée cang gan véi Nhom cang tot. Toi thiét 1ap cac Nhom, di chuyén gitta
cac Nhom, 1ap trinh cdp v6i moi nguoi, huan luyén cac Scrum Master, to chirc cac budi Hop Ké
hoach Sprint, v.v. Nhin lai, moi ngudi nghi day la diéu tét, do toi co kinh nghiém véi phuong
phap phat trién phan mém linh hoat.

Nhung, sau nay, toi ciing 1a giam ddc phat trién, vai tro 13 giam ddc quan 1y chtce nang (gia nhap
Darth Vader music). Diéu nay c6 nghia 1a v6i viéc tham gia mot Nhom s& tw dong 1am cho Nhom
tré nén it ty quan 1y hon. “Quy tha ma bat, 6ng chu & ddy, 6ng ¥ c6 thé ¢ rat nhiéu y kién vé
nhiing diéu chung ta s& thyc hién va ai s& lam gi. Toi s& dé 6ng ay ndi vé van dé nay.”

Quan diém cua t6i ¢ day 13, néu ban 1a mot nha huin luyén Scrum (va c6 18 ciing 1a ngudi quan 1y),
hdy tham gia cang chit ch& cang t6t. Nhung chi trong thoi gian c6 han thoi, sau d6 ra ngoai va dé
nhom gin két va tu quan 1y. Kiém tra Nhom trong chdc lat (khong qué thudng xuyén) bang cach
tham gia cac budi so két Sprint va nhin vao bang cong viéc, lang nghe vao cac budi hop hing ngay.
Néu ban thay c6 linh vic nao can cai tién, gip Scrum Master va huéng dan cho anh ta. Khdng phai
1a trudc mat Nhom. Mot v hay khac 1a tham gia cac budi Hop Cai tién Sprint (xem trang 81,
“Chiing t0i Cdi tién Sprint nhw thé ndo ), néu Nhom cua ban tin rang sy c6 mat ciia ban khong di
dé lam ho im lang.

Doi véi cdc Nhém Scrum thue hién tot chirc nang, ddm bao rang ho ¢ moi thir ho can, sau d6 hay
dé ho nam ngoai tam ki€m soat (ngoai trir trong cac budi So két Sprint).
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Chung t6i hop Scrum Hang ngay nhw thé nao

Céc budi Hop Scrum Hang ngay duoc ching t6i noi dén kha nhiéu trong cubn sach. Cac budi hop
bt dau dung gio, hang ngay tai cing mot dia diém. Thoi ky bit dau ching t6i vao mét cin phong
riéng biét dé thuc hién lap ké hoach Sprint (nhiing ngay d6 chung toi sir dung Sprint Backlog dién
tir), tuy nhién hién tai ching t6i thyc hién hop Scrum Hang ngay phia trudc bang cong viéc trong
phong lam viéc ctia Nhom. Khong c6 gi phai ban cii vé diéu nay ca.

Chuing t6i thong thudng ding hop, nho thé s& giam duoc nguy co cude hop kéo dai qua 15 phat.

Chung t6i cap nhat bang céng viéc nhw thé nao

Chuing t6i thudng cap nhat bang cong viéc trong budi hop Scrum Hang ngay. Khi mdi thanh vién
mo ta vé nhiing gi anh ta da lam hom trude va s& lam hom nay, anh ta s& di chuyén miéng gidy ghi
cong viée toi cac vi tri tuong Gng trén bang cong viéc. Néu anh ta dé cap t6i mot cong viée khong
nam trong ké hoach, anh ta dua thém mot mau gidy mo ta cong viéc do. Anh ta cap nhat udc tinh
thoi gian cua anh ta dé hoan thanh, anh ta viét uéc tinh thoi gian méi 1én trén miéng gidy ghi cong
viéc do va gach bo udc tinh cii. D61 khi Scrum Master thuc hién dong tac thay ddi vi tri cac miéng
gidy ghi cong viéc trong khi moi ngudi néi.

VIE t cac VIE t cac VIE t cac
KIE m thi KIi€ m thi KI€ m thi

2 ngay 2892y 2ngay 1 rg%
5 r\gay 3—%

Mot s6 Nhom c6 quy ude mdi ngudi s& cip nhat bang cong viée truede mdi budi hop. Cong viee do
cling tot. Chi can quyét dinh quy udc d6 va thuc hién theo né 1a dugc.

Cho du Sprint Backlog ctia ban dinh dang kiéu gi thi hiy c6 ging dé toan Nhom cung tham gia vao
viéc cap nhat n6 hang ngay. Ching t6i da thuc hién cac Sprint & d6 Scrum Master 13 ngudi ndm
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giit chinh Sprint Backlog, phai dé mat dén n6 hang ngay, va dé nghi moi nguoi cip nhat cac wéc
tinh thoi gian con lai ciia ho 1én d6. Nhuoc diém cua nd 1a:

e Scrum Master mit kha nhiéu thoi gian vao viéc quan Iy Sprint Backlog, thay vi viéc hd trg
Nhom va loai bo nhiing tré ngai trong cong viéc.

e Cac thanh vién Nhom khong chu v t6i trang thai ciia Sprint, vi vay dan t6i Sprin Backlog
khong phai 1 thir ho quan tim. Viéc thiéu ving sy phan hoi nay lam giam tinh linh hoat va
su tap trung cia Nhom.

Néu Sprint Backlog duoc thiét ké t6t s& gitip mdi thanh vién cip nhét cong viéc cia minh mét cach
dé dang.

Ngay sau budi hop Scrum Hang ngdy, mot nguoi nao d6 s& tong két lai tat ca cac wdc tinh thoi
gian (bo qua cac cong viéc ¢ cot “hoan thanh”) va cap nhat mot diém méi trén biéu do Sprint
Burndown.

Ung xtr v&i nhirng ngwei dén mudn

Mot vai Nhom c6 mot thung dung tién xu va phiéu. Khi ban dén muédn, thim chi chi mudén mot
phut, ban phai dat vao thung mot lugng theo quy dinh. Khong c6 gi dé thic mic ca. Néu ban c6 goi1
trude cude hop va ndi ban s& mudn thi ban van s& phai ndp nhu thé.

Ban chi khong bj phat néu ban c6 1y do chinh déang chang han ban c6 lich hen khdm bac si hoic
ban sé& to chtrc dam cudi cia minh hay dai loai cai gi 46 tuong tu.

Tién trong thung dugc sir dung cho cac su kién chung. Chang han mua banh hamburger khi ching
t6i choi game vao cac budi t6i :0)

Viéc nay ciing tha vi 1am. Nhung né chi can thiét d6i véi nhitng Nhom ma thanh vién thuong hay
dén muon. Mot s6 Nhom khong can 4p dung hinh thirc nhu vay.

ng xtr v&i nhirng cau tra 1&i “Toi khong biét lam gi ngay hém nay”

Khong phai 12 khéng c6 nguoi néi “Hom qua toi da 1am bla bla bla, nhung hom nay ti chua biét
phai 1am gi” (nay, d6 1a mot mau thong tin dwa vao dé cho n6 c6 van dé). Bay gio lam gi?

T6i s& ké vé Joe va Lisa 1a nhitng nguoi khong biét hom nay lam gi.

Néu toi 12 Scrum Master, toi chi tién dén va dé cau bén canh noi, nhung tao su chu y cho nhitng
ngudi khong c6 gi dé 1am. Sau khi moi ngudi dd ndi cac xong cong viée cua ho, t6i duyét bang
cong viéc véi toan Nhom, tir trén xudng dudi, va kiém tra xem moi thir dd dong bd chua dé moi
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ngudi biét mdi céng viée co ¥ nghia gi, v.v.. Téi mdi moi ngudi bd sung thém cac miéng gidy ghi
cac cong viéc méi. Sau do, toi hudng tro lai nhitng nguoi khong biét phai 1a gi noi “bay gid chung
ta da duyét qua bang cong viéc, ban c6 y tudng gi vé nhimg thir ban ¢6 thé lam hom nay chua?”
Hy vong ho s& thay.

Néu khoéng, t6i xem c6 co hdi nao dé tién hang lap trinh cip ¢ thoi diém nay khong. Sau dé voi
Niklas tién hanh 1am phéan giao dién (GUI ) cho chirc ning quan tri nguoi dung vao hom nay.
Trong trudng hop nay t6i goi ¥ mot cach lich sy rang Joe hodc Lisa c6 thé 1ap trinh cdp véi Niklas
cong viée d6. Py 1a viéc t6i thuong lam.
Va néu cic thirc d6 khong giai quyét dugc, thi ddy la chut manh khoe:

Scrum Master: “OK, ai mudén demo ban phat hanh betacho chlng ta ?” (gia sir d6 1a muc

tiéu cua Sprint)

Nhém: Im ling trong boi rdi

Scrum Master: “Chung ta khong thyc hién viéc nay?”

Nhém: “um .. khong”

Scrum Master: “Khi that” Tao sao khong ? Thé con gi dé lam day?”

Nhom: “Vang chung toi tham chi chua c6 server kiém thir dé chay va kich ban build dang bi

16i.”

Scrum Master: “Aha.” (b6 sung thém hai dau viéc 1én bang cong viéc). “Joe va Lisa, cac

ban ¢6 cach nao dé trg giup ching ta ngay hém nay khong?”

Joe: “Um... Toi s& thir tim mot vai server kiém thir & dau do”.

Lisa: “... va toi s& c¢6 ging sira 18i kich ban build”.
Néu ban may man, mét ai d6 sé trinh bay ban phat hanh beta ma ban yéu cau. Tuyét voi! Ban da
dat dugc muyc tiéu Sprint ciia ban. Nhung ban s& phai 1am gi néu ban dang & giita Sprint? D& thoi.
Chiic murng Nhom vi cong viéc dang hoan thanh t6t, léy mot hodc hai tinh nang tor khu vuc
“Nhitng phan ké tiép” ndm & bén phai phia dudi bang cong viéc clia ban, dat chiing vao cot “chua
kiém tra” nam & phia bén trai. Sau d6 thuc hién lai budi Hop Scrum Hang ngay. Thong béo cho
Product Owner 13 ban da bo sung mot vai cong viéc vao Sprint.
Nhung sé ra sao néu Nhom chua dat duoc muc tiéu Sprint, Joe va Lisa van tir chdi dé chon ra mot
viéc ndo d6 c6 ich dé lam. T6i thuong xem xét str dung mot trong nhitng chién luoc dudi day (day
khong phai dung 1a chién luoc hay, nhung day 1a ké sach cudi cuing):
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e Lam cho hé then: “Vang, néu cac ban khong c6 ¥ tuong gi dé hd trg Nhom, toi khuyén
ban vé nha, hay doc sach hoic 1am gi d6. Hodc ngdi quanh dy cho dén khi c6 ngudi can su
tro gitip cua ban.”

e Sir dung cach truyén thong: Pon gian giao cho ho mot nhiém vu.

e Ap lwe ngang hang: Noi rang “Joe va Lisa, cac ban hiy thoai méi sir dung thoi gian ranh
cua minh, tat ca chung toi s€ chi diing ¢ day cho dén khi cac ban chon dugc viéc gi do dé
ho trg chung ta hoan thanh cong vigc”.

e Than phan né 1§: Noi rang “Tét thoi, hom nay cac ban c6 thé glup Nhorn gian tiép bang
viéc tr¢o thanh quan gia. LAy ca phé, mat-xa cho moi ngudi, di d6 rac, niu bita trua cho
chung t6i, va bat cr cai gi ma chung t6i dé nghi trong ca ngay hom nay nhé”. Ban c6 thé
ngac nhién boi Joe va Lisa s€ nhanh chong chon mot viée gi d6 vé k¥ thuat dé 1am :o)

Néu mot ai d6 thudng bat ban phai di qua xa dé giai quyét, thi c6 18 ban nén gat ngudi d6 sang bén
canh va tién hanh mot vai huin luyén nghiém khéic. Néu van dé khong giai quyét duoc, ban can
xem x¢€t xem nguoi nay c6 quan trong véi Nhém cia ban hay khong.

Néu anh ta khong qud quan trong, hay thir loai anh ta ra khoi Nhom cuta ban.

Néu anh ta quan trong, cb tao cap cho anh ta véi mot ngudi nao d6 cé thé dong vai trd nhu “nguoi
cham soc” anh ta. Joe c6 thé 1a mot lap trinh vién va nha kién tric 140 luyén, chi c6 diéu anh ta
thue sy khong thich nguoi khac néi anh ta phai lam gi. T6t thoi. Giao cho Niklas nhiém vu 1a
nguoi cham soc thuong truc cua Joe. Hodc chinh ban [am nhiém vu do. Néu Joe quan trong ddi véi
Nhom ciia ban thi diéu nay rat dang dé lam. Chung toi da gip cac truong hop nhu vdy va nhing
goi y O trén it nhidu co tac dung.
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Chung toéi So’ két Sprint ra sao

Sprint Demo (hodc So két Sprint nhu moi ngudi thudng goi) 1a mét su kién quan trong ctia Scrum
nhung thuong c6 xu hudng bi moi nguoi danh gia thap.

“Q, thuc su 1a ching t6i phai tién hanh demo hay sao? Thuc sy ¢6 ching c¢6 nhiéu diéu vui vé dé
ma trinh dién ca!”

“Chiing t6i khong c6 thoi gian dé chuan bi cho mot budi demo gi gi... d6!” “Toi khong c6 thoi gian
tham dy cac budi demo ctia nhém khac!”

Ly do ching t6i nhan manh dén viéc cac Sprint can két thuc vé&i mét bubi

demo

Mot budi So két Sprint thanh cong, mac du cé thé khong gay an tuong manh, nhung lai c6 anh
hudng siu sic.

Nhom c6 duoce niém tin vao thanh qua ciia ho. Ho cdm thdy nhitng diéu tot dep.
Nhimng ngudi khac biét dugc nhitng gi ma nhom dang thuc hién.
Budi demo con thu nhan dugc cac phan hdi quan trong tir nhitng ngudi lién quan.

Cac buoi demo la (hoac nén 1a) mot su ki¢n mang tinh cong dong dé cac nhém khac nhau
c6 thé trao doi1 va thao ludn vé cong viéc cua hg. Py chinh la gia tri mang lai.

Tién hanh demo s& tao ap luc dé nhom tién t&i hodn chinh thiee sw mét so thir va phat hanh
n6 (ngay ca khi né chi 1a méi truong kiém thir). Khong cé budi demo, chi chung ta mai biét
rang 99% cong viéc da hoan thanh. Vi cac budi demo ching ta c6 thé chi c6 mot sb hang
muc dugc hoan thanh, nhung chiing 1a nhitng hang muc da thuc su hoan thanh, diéu nay
(trong trudng hop ciia chiing t61) con tét hon ¢6 ca ddng nhitng thir méi chi sdp hoan thanh
va s& 1am 6 nhiém Sprint tiép theo.

Néu mot nhom it nhidu bi ap luc dé tién hanh demo Sprint, tham chi khi ho khong c6 nhiéu thi
thuc sy hoan chinh, budi demo s& gip phai kho khan. Nhém s& ling tang va dé so sdy trong khi
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demo va nhitng trang phdo tay chi 1a nira voi. Moi ngudi s& cam thdy mét chut tiéc nudi véi nhom,
mot s6 c6 thé s& tire t6i vi ho di lang phi thoi gian tham dy mot budi demo té hai.

Qua 1a mot sy dau dén. Nhung n6 ¢6 hiéu qua nhu mét lidu “thudc déng da tat”. Sprint t&i, Nhoém
s& thue sy ¢b ging dé co duge nhitng cong viée duge goi 1a hoan thanh! Ho s& cam thiy rang “tot
thoi, co thé chiing ta s& chi trinh din 2 thtr vao Sprint ti thay vi 5, nhung nhiing thr chét tiét nay
s& thuc sy CHAY NGON!”. Nhom biét rang ho s& phai 1am mot budi demo ma khong xay ra van
dé gi, day 1a ddu hiéu lam ting co hdi c6 mot diéu gi d6 hitu ich dé demo. Tbi di ting thiy diéu
nay xay ra mot vai lan.

Nhirng muc can kiém tra cho bubi So két Sprint

Hay chac chan rang ban trinh bay rd dugc muc tiéu ctia Sprint. Néu c6 ai d6 tham dy buodi
demo ma khong hi€u vé bat ctr dieu gi lién quan dén san pham cia ban, hay danh mot chut
thoi gian d€ mo ta vé no.

Dumng t6n qua nhiéu thoi gian chuan bi cho budi demo, dic biét 1a dé c6 mot ban thuyét
trinh hao nhoang. Cit bo nhiing noi dung v& van va chi tap trung trinh bay cac ma ngudn
thuc su chay tdt.

Giir nhip d6 cao, tc 1 tap trung nhimg ndi dung chuan bi cta ban vao viéc tao ra ban
demo c6 toc d6 cao chtr khong phai dep.

Giir cho ndi dung demo ¢ mirc hudng vao cac nghiép vy, bé qua cac chi tiét ky thuat. Tap
trung vao “nhiing gi chiing t61 da lam” hon 1a “cach ma ching t61 da lam”.

Néu c6 thé, hiy dé cho khach tham dy sir dung thtr san pham.

Dung trinh bay viéc sira mot loat cac 16i nho va cac tinh ning tam thuong. Dé cip dén

chung nhung khéng demo, vi diéu d6 thuong tén thoi gian va giam trong tdm ddi voi
nhitng thr quan trong hon.

Giai quyét v&i nhirng thir “chwa thé demo”

Thanh vién Nhém: “T6i s& khong trinh bay tinh ning nay, boi vi né khong thé demo dugc.
Chtrc ning d6 yéu cau ‘Tang kha niang dap tGng cua hé thong dé c6 thé phuc vu dong thoi
10,000 ngudi dung’. Toi co thé khong bo cong strc dé co duoc 10,000 ngudi dung dong thoi
cho viéc demo c6 dugc khong?”

Scrum Master: “Anh da hoan thanh tinh nang nay chua?”
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Thanh vién Nhdm: “Vang, tit nhién rdi”.
Scrum Master: “Lam sao anh biét dugc diéu nay?”

Thanh vién Nhém: “T6i da cai dat hé thdng vao trong mot méi truong kiém thir hiu sudt,
khoi dong v6i 8 may cha va tao nhitng yéu ciu dong thoi dé thir nghiém hé théng”.

Scrum Master: “Nhung anh c6 cai gi dé xac dinh rang hé théng s& dap tmg duoc 10,000
nguoi dung”.

Thanh vién Nhém: “Cé. Cac may kiém thir hoi tdi, chung khong thé dap ung duoc 50,000 yéu
cau dong thoi trong sudt qua trinh kiém thir”.

Scrum Master: “Lam sao anh biét dugc diéu nay?”

Thanh vién Nhom (da bat dau nan): “Vang, toi co bao cao do! Anh co thé ty xem, nd cho thy
cach thiét 1ap viéc kiém thir va cach guri di nhiéu yéu cau!”

Scrum Master: “O, tuyét voi! Vay thi khi nao demo anh chi can trinh bay bao céo nay va thao

ludn n6 v6i nguoi tham du. Piéu nay tét hon 1a chang lam gi ding khong?”.

Thanh vién Nhom: “O, nhu vy 13 du sao? Nhung n6 hoi x4u, can phai chinh sira cho dep

2

hon”.

Scrum Master: “OK, nhung dimg t6n qua nhiéu thoi gian cho viéc d6. N6 khong can phai
dep, chi can ddy du thong tin”.
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10

Chung toi Cai tién Sprint nhw thé nao

Tai sao ching t6i nhan manh rang tat ca cac nhém phai tién hanh cai tién

bicu quan trong nhat cta cai tién la dam bao moi thir déu dién ra suon se.

Véi mot vai li do, cac nhém dudng nhu khong sin sang véi viée cai tién. Néu khong c6 su thic
giuc nhe nhang thi hau hét cac nhom ciia chung t6i thuong boé qua viée cai tién va thay vao d6 1a
chuyén sang tién hanh Sprint tiép theo. Day c6 thé 1a mot thir van héa ton tai & Thuy Dién, nhung
khong chac chan lam.

Tuy nhién, hau hét moi nguoi déu dong ¥ rang cai tién 1a that sy hiru ich. Trong thuc té, toi cho
rang cai tién 13 sy kién quan trong thir hai trong Scrum (su kién quan trong nhét 1a Hop Ké hoach
Sprint) boi vi d6 13 co héi tot nhdt dé cdi tién.

Tét nhién, ban khong can mot budi dén Hop Cai tién Sprint dé c6 duge y tuong tdt, ban co thé lam
viéc d6 ngay tai bon tam nha minh! Nhung nhom sé& chip nhan y tuong ciia ban? C6 thé, nhung ca
nhom sé€ chép nhén y tudéng nhanh hon néu no dén “tir nhom”, tie 13, nd duge dua ra trong budi

Hop Cai tién khi moi ngudi chap nhan dong gdp va thao luan vé cac ¥ tudong do.

Néu khong c6 cai tién, ban s& nhan thiy rang nhom sé tiép tuc gip phai nhitng 16i gidng nhau.

Chung t6i té chirc cac budi Hop Cai tién nhw thé nao

Dudi day 1a cach thirc phd bién, co thé thay d6i mot chut, nhung thong thuong, chung toi s& lam
nhu sau:

e Chiing t6i phan b tir 1-3 gio phy thudc vao thoi gian thao luan duy kién.
e Thanh phén: Product Owner, toan bd Nhom, va chinh t6i.

e Chiing toi chuyén t6i mot phong kin, co ghé s6-pha 4m cling & goc phong, c6 san thuong
hodc mot s6 noi twong tw. Mién 1a chiing ta c6 thé thao luan ma khong bi quiy ray.

e Chung t6i thuong khong thé hop cai tién trong phong ciia Nhém Phat trién, vi moi nguoi co
xu hudng khong tap trung.

e Chi dinh ai d6 lam thu ky.
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e Véi sy hd trg tir Nhom Phat trién, Scrum Master cho thay Sprint Backlog va tong hop tom
tat vé Sprint. Nhitng su kién quan trong va cac quyét dinh, v.v.

e Chiing t6i 1am theo hinh thirc “vong tron”. Mdi ngudi s& c6 co hdi dé noi, ma khong bi ngat
gita chimng, nhimg gi ho cho 1a tt, nhitng gi ho nghi 13 c¢6 thé tét hon va nhiing nghi ho

mudn 1am khac di trong Sprint tiép theo.

e Chung t61 s€ nhin vao udc tinh so véi toc do thuc t€. Néu co su khac biét o rang, ching t61
s€ c0 gang phan tich nguyén nhan.

e Sau khoang thoi gian thao luan trén, Scrum Master c¢b ging tom tit cac dé xuét cu thé vé
nhiing gi chtng t6i c6 thé 1am t6t hon trong Sprint tiép theo

Nhimng cai tién ctia ching t6i nhin chung khoéng qué cau ki. Chu dé co ban ludn luén gidng nhau
kiéu nhu “cai gi chiing ta c6 thé 1am tbt hon trong Sprint tiép theo”.

bay 1a mot vi du trén bang vé mot cai tién gan day:

Y nghia ciia ba cot trén bang nhu sau:
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e Tét: néu chung toi c6 thé 1am lai mot Sprint twong tu nhu vay, ching t6i ¢ thé 1am nhiing
cong viéc tuong tu theo cach nay.

e C6 thé 1am tét hon: néu ching t6i c6 thé 1am lai Sprint twong tu, chung toi c6 thé lam
nhirng diéu d6 theo cach khac.
e Cai tién: y tuong chic chin vé cach ma ching toi co thé cai tién trong tuong lai.
Cot 1 va cot 2 1a nhin vé& qua khir, trong khi cot 3 hudng t6i twong lai.

Sau khi ca doi suy nghi vé nhitng ¥ kién trén cac mau gidy do, ho s& str dung hinh thirc “bo phiéu”
dé xac dinh nhitng céi tién s& tap trung trong Sprint tiép theo. Méi thanh vién ctia nhom nhan dugc
3 vién nam cham (dung cho bang tir) va dit vién nam cham d6 vao bat cir cai tién ndo ma ho uu
tién trong Sprint tiép theo. Mdi thanh vién ctia nhom c6 thé phan phdi nam cham theo y thich cua
ho, tham chi c¢6 thé dat 3 vién nam cham vao cing 1 van dé.

Duya vio co so nay, ho lwa chon 5 cai tién qui trinh dé tip trung va sé& tuan theo né cho tdi budi
Hop Cai tién tiép theo.

Diéu quan trong 1a khong dugc qua tham vong. Chi tap trung vao mot vai cai tién véi mdi Sprint.

Lan truyén nhirng bai hoc t&i cac nhom khéc

Thong tin dugc dé cap trong sudt qua trinh Hop Cai tién Sprint thudng rat gia tri. Nhém c6 khoang
thot gian tap trung kho khan boi vi nha quan 1y kinh doanh kim gitt 1ap trinh vién chi ¢ vai tro
“chuyén gia cong nghé” trong cac cudc hop kinh doanh? Pay 1a thong tin quan trong. Co 1€ cac
nhom khac ciing ¢6 van dé twong tu? Ching ta nén dao tao vé quan 1y san pham nhiéu hon 1a vé

san phém, vi vy ho ¢o thé hd trg nhiéu hon cho viéc kinh doanh cta ho?

MJi cai tién Sprint khong chi cho thdy cich ma mot nhoém co thé thuc hién cong viée tét hon trong
Sprint tiép theo, ma né con c6 y nghia rong hon thé.

Chién lugc cua chung toi dé xir 1y van dé nay 1a rat don gian. Mot nguoi (trong trudng hop nay 1a
t61) tham du tat ca cac budi Hop Cai tién Sprint va hanh dong giéng nhu mot cau ndi tri thirc. Kha
don gian.

Mot giai phap khac, c6 thé mdi nhém Scrum dua ra mot béo céo cai tién Sprint. Chung toi da thir
diéu nay nhung nhan thdy rang khong c6 nhiéu nguoi doc béo céo nay, va tham chi chang may ai
hanh dong theo ching. Boi vdy chung toi tién hanh mot cach don gian dé thay thé.

Quy tic quan trong cho ngudi dong vai tro “cau ndi tri thire™:

e Anh ta 1a mot ngudi biét ling nghe.
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e Néu budi Hop Cai tién qua trAm, anh ta chuan bi hoi nhitng cau hoi don giam voi muc dich
kich thich thao luan trong nhom. Vi du “néu ban c6 thé quay lai thoi gian va 1am lai Spint
tuong tu tir ngay dau tién, ban c6 mudn lam gi khac khong?”

e Anh ta san sang danh thoi gian dé xem xét tat ca cac cai tién cua tat ca cac nhom.

e Anh ta la c6 vi tri trong co quan, bdi vay anh ta ¢6 thé hanh dong cho nhiing dé xuat cai
tién ngoai tam ki€u soat cua nhom.

Cong viée nay co vé tot, nhung c6 thé c6 cach tiép can tdt hon. Trong trudng hop d6 xin hiy khai
sang cho toi.

Thay dé6i hay khéng thay déi

Gia sir nhdm nhan dinh rang “chung ta giao tiép qua it, bai vay chlng ta tiép tuc budc theo chan
ngudi ciia khac va ctr 1am rdi tung céac thiét ké cuia ngudi khac Ién.”

Ban cin lam diéu gi trong truong hop nay? to chirc hop thiét ké hang ngay? Gidi thi¢u nhiing cong
cu méi gitip truyén thong dé dang hon? Viét thém cac trang wiki? Vang, c6 thé. Nhung sau do lai
lap lai, c6 thé khong.

Chung ta c6 thé thiy rang, trong nhiéu trudng hop, chi xac dinh 16 van dé 1a du dé giai quyét trong
Sprint tiép theo. Pic biét, néu ban dua nhing thong tin cai tién Sprint 1én tudng trong phong cia
nhom (chiing t6i luén ludn quén diéu do, that dang xau hd!). Moi thay do6i ban déu tinh dén chi phi,
trudc khi tién hanh thay ddi, can nhic tat ca va hy vong rang s& khong ty nhién xuét hién van dé gi
(hodc néu c6 thi sé& rat nho).

Vi du dé cap & trén (“chiing toi giao tiép qua it...”) 1a nhiing vi du dién hinh rang c6 thé giai phap
t6t nhat 1a chung ta khong lam gi ca.

Néu ban dinh d6i méi mdi khi c6 bat cir ai d6 than phién vé mot van dé gi do, moi ngudi co thé
khong sin sang tiét 16 nhitng 16i nho, diéu dé ciing co thé rat dang quan ngai.

Vi du vé nhirng van dé cé thé xay ra trong qua trinh cai tién

Day 1a mot vai vi du dién hinh c¢6 thé xay ra trong sudt cudc Hop Ké hoach Sprint, va nhitng hanh
dong dién hinh can thyc hién.
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"Lé ra ching ta da phai danh nhiéu th&i gian hon dé chia nhé story thanh
nhirng hang muc nhé hon va cac tac vu”

Day 1a van dé kha phd bién. Mdi ngay tai cudc Hop Scrum Hing ngdy, thanh vién trong nhém xem
x6ét ban than va néi “Téi thuc sy khong biét phai 1am gi ngdy hom nay”. Vi vay, sau mdi budi hop
hing ngay ban danh thoi gian dé tim kiém nhiing cong viéc cu thé. Thong thudng s& hiéu qua hon
néu lam nhing viéc ndy trudc.

Hanh dong dién hinh: khong. Mot nhom c6 thé s& sip xép nhitng thir d6 trong budi Hop Ké
hoach Sprint tiép theo ctia minh. Néu viéc nay lip di lip lai, hdy ting khung thoi gian cua budi
Hop K& hoach Sprint.

"Qua nhiéu phién nhiéu bén ngoai"
Hanh dong dién hinh:
e yéu cau nhom giam hé té tap trung ctia ho trong Sprint tiép theo, dé ho co thé thuc hién ké

hoach mot cac kha quan hon.

e yéu cAu nhom ghi nhén tét hon nhitng phién nhiéu trong Sprint tiép theo. Ai gy ra va mat
bao lau dé giai quyét. Piéu nay sé& d& dang hon dé giai quyét nhimg van dé sau nay.

e yéu cau nhom cd ging dua nhitng phién nhidu ndy téi Scrum Master hodc 1a Product
Owner.

e yéu cau nhom chi dinh mot nguoi 13 “thit mon”, tit ca cc phién nhiéu nay déu chuyén toi
anh ta, dé nhitng nguoi con lai cia nhém co thé tap trung. Co thé 1a Scrum Master hodc
luén phién.

"Chung t6i khéng dat dwoc cam két va chi hoan thanh dwoc mét niva cong
viéc”
Hanh ddng dién hinh: khong. Nhom c6 thé s& khong gip van dé nay trong Sprint tiép theo. Hodc
it nhat 1a khong qua toi té.
"Van phong cta ching téi la qua 6n ao va 16n xén"
Hanh dong dién hinh:

e b ging tao ra méi trudng tot hon, hodc 1a chuyén nhom t6i mot noi khac. Thué mot phong

khach san ching han. Hodc bat ¢t diéu gi ban nghi ra dugce. (Xem trang 70, “Chung toi bd
tri phong lam viéc cia nhom nhu thé nao”)
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e Néu khong thé, hiy néi voi nhom dé giam hé s tap trung trong Sprint tiép theo, va noi &
diéu nay 1a do nhing 6n 4o va 16n x6n ciia méi trudng. Hy vong rang diéu nay s& 1a 1y do
dé Product Owner lam phién quan 1y cap trén.

May min 1 13 t6i khong bao gio phai de doa di chuyén nhom téi noi khac. Nhung toi s& lam néu
phai nhu vay :0)
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11

Quang nghi gilra cac Sprint

Trong thuc té cude séng, ban khong thé trién khai chay nudc rat** lien tuc. Ban can phai c6 thoi
gian nghi ngoi gitta cac lan chay. Néu ban ctr lién tuc chay nudc rat, ban s¢ nhan dugc Kkét qua
khong khac gi viée di bo.

Nhimg diéu trén tuong ty véi Scrum hay phét trién phan mém néi chung. Cac Sprint dién ra véi
cuong do kha ddn dap. Véi vai tro 1a nha phat trién ban khong bao gio c6 dugce su nghi ngoi thuc
su, hang ngdy ban phai dimg trong mot cudc hop dang ghét va néi véi moi ngudi nhitng gi ban da
lam duoc trong ngay hom qua. it khi c6 khuynh hudng dé noi rang “t6i st dung hau hét thoi gian
gac chan 1én ban va duyét blog va nham nhap tach ca phé cappuccino”.

Khéng chi don thuan 1a thoi gian dé thu gian, co nhiing 1y do chinh dang dé can c6 nhiing quang
nghi giita cac Sprint. Sau budi So két Sprint va Cai tién, ca Nhém va Product Owner sé& c6 nhiéu
thong tin va y tudong dé suy xét va thau hiéu. Néu ngay 1ap tic ho bo qua va bat dau 1ap ké hoach
ludn cho Sprint tiép theo, két qua 1 chang ai c6 co hdi dé suy xét bat cir thong tin ndo hodc hoc
duge bai hoc gi, Product Owner s& khong c6 thoi gian dé diéu chinh cac vu tién cia minh sau budi
demo, v.v.

Toi:

Thir 2

09h—10h: So két Sprint 1
10h—11h: Hop Cai tién Sprint 1

13h-16h: Hop Ké& hoach Sprint 2

Chuing t6i ¢b gang dua ra mot sb hinh thirc nghi ngoi trude khi bat ddu mot Sprint méi (cu thé hon
la giai doan sau khi tién hanh Hop Cai tién Sprint va trudc khi Hop Ké hoach Sprint tiep theo).
Mac du chiing t61 khong phai lic nao ciing thanh cong véi viée nay.

1 Sprint trong tiéng anh ¢6 nghia 1a “chay nu6c rat”, day 1a mot thuat ngit trong mén bong bau duc (rugby.
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ft nhat chung t6i cling ¢ ging dé dam bao rang viéc hop cai tlen Sprint va 1ap ké hoach cho Sprint
tiép theo khong to chirc trong ciing mot ngay. Moi ngudi it ra can phai c6 mot dém ngon gidc trude
khi bat tay vao mot Sprint méi.

Tét hon: =
Thor 2 Thir 3

09h-10h: So' két Sprint 1 09h-13h: Hop Ké hoach Sprint 2

10h—11h: Hop Cai tién Sprint 1

T6t hon nira:
Thir 6 Thir 7 Chu nhat Thir 2

09h~10h: So- ket Sprint 1 09h-13h: Hop Ké hoach Sprint 2
10h-11h: Hop Cai tién Sprint 1

Co6 mot cach dé 1am duoc diéu nay d6 13 “nhing ngay thi nghiém” (lab days) (hodc bat ctr tén goi
gi ma ban thich). D6 1a nhitng ngay ma cac nha phat trién dugc phép lam bt ctr didu gi ho mudn
(OK, toi thtra nhan la da léy cam himg nay tr Google). Vi duy, doc va tim hiéu cac cong cu va API
m&i nhat, hoc dé thi ching chi, thao luan linh tinh v6i dong nghiép, viét ma ngudn cho mot du an
yéu thich nao do, v.v.

Muyc tiéu ctia chung t6i 1a phai c6 mot “lab day” giita cac Sprint. Bang cach do, ban ty nhién s& co
dugc quang nghi gitra cac Sprint, va ban s€ giilp Nhom phat trién c6 co hdi thuc t€ d€ cap nhat
kién thirc thuong xuyén. Hon nira, viéc nay s€ lam tang tinh hap dan cho cong viéc.

T6t nhat?

Thir 5 Thir 6 Thir 7 | Chu nhat Thir 2
09h-10h: So'két Sprint 1 —_13h: < .
10h-11h: Hop C3i tién Sprint 1 LAB DAY 09h-13h: Hop K6 hoach Sprint 2

Hién tai chung t6i thuc hién “lab days” mdt thang mdt lan. Ngay nay dugc 4n dinh vao Thir Sau
dau tién trong thang. Tai sao khong dé ngay do6 giita cac Sprint? Vang, boi vi toi cam thidy mot
diéu quan trong d6 14 toan bd cong ty déu c6 “lab day” vao cuing mot thoi diém. Néu khong mot s6
ngudi s& c6 xu hudng khong thyc hién né mot cach nghiém tac. Va boi vi ching t6i (cho dén nay)
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khong c6 sy lién két cac Sprint giira cac san phdm khéac nhau, t6i phai chon mot “lab day” doc lap
voi Sprint dé thay thé.

Chung t6i c6 thé mot ngay nao do6 thir ddng bo cac Sprint cua tit ca cic san pham (ttc 14 cac Sprint
cua cac san pham va Nhom khac nhau cung c6 ngay bat dau va két thuc giong nhau). Trong trudong
hop do6 chung to1 s€ xac dinh mdt “lab day” gitra cac Sprint.
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12

Chung t6i 1ap Ké hoach Phat hanh va dinh gia cac
hop dong nhw thé nao

D6i khi tai mot thoi diém nao d6 ching ta can phai 1ap ké hoach xa hon ké hoach ciia mot Sprint.
Thong thudng két hop véi viée dinh gia hop dong 1a luc chiing ta phai hoach dinh trudc, hodc néu
khong khi mot vai dau hiéu rii ro xuat hién c6 thé khién chung khong thé ban giao san pham ding
hen.

Thuodng thi, 1ap ké hoach phat hanh giup ching ta cd ging tra 10i duoc cau hoi “khi nao, hoic
mudn nhdt, ching ta s& c6 thé chuyén giao dugc phién ban 1.0 ciia hé thong méi nay”

Néu ban thuc sw mudn hoc vé cach lap ké hoach phat hanh, t61 goi y ban hdy bd qua chuong nay
va thay vao d6 ban mua cudn “Uéc tinh va Lap ké hoach linh hoat” (Agile Estimating and
Planning) ciia Mike Cohn. T6i thuc sy ude r.':fmg minh duge doc cudn sach d6 sém hon (To61 da doc
né sau khi chiing toi phai tim kiém nhiing thir ma chung t6i khong cé...). Phuong an 1ap ké hoach
phat hanh cta t6i hoi ¢6 vé “don gian hoéa” mot chit nhung s& d6 1a mot diém khoi dau tot.

Xac dinh ngwéng chap nhan cua ban

Ngoai ra, bén canh Product Backlog, Product Owner thuong dua ra mot danh sach cac nguong
chdp nhdn, &6 1a mot nhom don gian vé nhitng murc quan trong trong Product Backlog c6 ¥ nghia
thuc sy dbi véi cac diéu khoan cia hop dong.
Duéi day 1a mot vi du vé cac quy dinh vé ngudng chap nhan:
e Tt ca cac hang muc c6 d6 quan trong >=100 phai duoc hoan thanh trong phién ban 1.0,
hodc néu khong chung ta sé& bi trimg phat cho t&i khi cham dut.
e Tét ca cac hang muc c6 d6 quan trong 50-99 can dugc dua vao phién ban 1.0, nhung ching
ta cé thé co cach dé trién khai chiing trong mot ban phat hanh nhanh ngay sau do.

e Nhimng hang muc c6 d6 quan trong 25 — 49 1a can thiét, nhung c6 thé hoan thanh ching
trong ban phat hanh 1.1 sau do.
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e Céc hang muc c6 d6 quan trong <25 1a nhitng hang muc dau co va co thé s& khong bao gio
can trién khai chiing.

Vaday 1a mot vi du vé Product Backlog, st dung mau sic dé thiét 1ap céc quy udc trén.

Pd quan trong Tén
130 chudi
120 tao

115 cam

110 oi

100 1é

95 nho khd
80 dau phéng
70 banh ran
60 hanh

40 budi

35 du da

10 viét quat
10 dao

Mau dé = phai duoc dua vao phién ban 1.0 (tir “chudi” dén “18”)
Mau vang = nén cé trong ban 1.0 (tir “nho kho” dén “hanh tay™)
Mau xanh = c6 thé hoan thanh mudn hon (tir “budi” dén “dao™)

A9

Vi vy néu chiing toi hoan thanh dwoc moi tha tir “chudi
an toan. Néu thoi gian thoi gian trién khai ngan chiing t6i cé thé tién hanh bang cach bo di “nho

dén “hanh” dung thoi han 1a ching toi

9% ¢

kho”, “dau phong”, “banh ran” va “hanh tay”. Tét ca moi thtr c6 do quan trong thép hon “hanh” la
phan gia ting thém.

Uéc tinh thei gian cho nhivng hang muc quan trong nhat

DPé Product Owner c6 thé thuc hién duoge viée lap ké hoach phét hanh, it nhat tat ca cac story co
trong hgp dong déu da duogc woc tinh. Ciing gidng nhu khi 1ap ké hoach Sprint, day 1a nd luc hop
tac gitra Product Owner va Nhém — Nhom thuc hién udc tinh, Product Owner mé ta cac hang muc
va tra 101 cac cau hoi.

Uc tinh thoi gian 1a ¢ gid tri néu no sat v6i thuc té thyuc hién, it co gia tri néu nguoc lai, chi tiéu
13 30%, va hoan toan khéng c6 gia tri gi néu n6 khong c6 bat cr lién hé gi véi thuc té.
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bay la nhitng thu nhan cua to61 vé gia tri cia mot udc tinh thoi gian quan hé voi nguoi thuc hién
udc tinh va thoi gian ho st dung dé€ tién hanh viéc nay.

A

Uéc tinh ctia Nhom

Gia tri wéc
tinh th&i gian

Uéc tinh cta Product Owner

Thoi gian dung dé tién hanh Udc tinh
Tat ca nhiing diéu nay chi 1a cach néi dai dong vé:
e Hay dé Nhom thuc hién viéc udc tinh.
e Khong dé ho mit qua nhiéu thoi gian cho viée nay.

e Dam bdo rang ho hi€u rang cac udc tinh thoi gian 1a cdc woc tinh tho, chlt khong phai 1a
cdc cam ket.

Thong thuong Product Owner tap hop toan bd nhém trong mdt cin phong, cung cap mot sé dd an
nhe, va noi voi ho rang muyc tiéu ctia cude hop nay 1a dé udc-tinh-thoi-gian cua 20 story (hodc bat
ky mot s6 lugng nao) hang dau trong Product Backlog. Anh ta duyét qua mot luot tit ca cc story
do, va sau d6 dé nhoém bét dau lam viéc. Product Owner ngoi lai trong phong dé tra 10i cac cau hoi
va lam rd pham vi ctia mdi hang muc khi can thiét. Giéng nhu khi tién hanh 1ap ké hoach Sprint,
truong “Cach dé demo” (trong Product Backlog) 1a cach rat hitu ich dé giam thiéu nhing rii ro khi
khong hiéu hang muyc do.

Cudc hop phai tuan thu khung-thoi-gian, néu khong nhém sé& c¢6 xu hudng tén qua nhiéu thoi gian
ma chi udc tinh dugc mot vai story.

Néu Product Owner muén ¢6 thém thoi gian cho viéc ndy anh ta don gian chi can dit thém mot
lich hop sau d6. Nhom phai chéc chin vé anh hudng cta nhimng cudc hop d6 véi Sprint hién tai cia
ho dugc hién dién rd rang cho Product Owner, vi vay anh ta hiéu r.':ing cong viéc ude-tinh-thoi-gian
ctia nhom khong dién ra mot cach ty do duoc.
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Bé quan trong Tén Uéc tinh
130 chubi 12
120 tao 9
115 cam 20
110 oi 8
100 é 20
95 nho kho 12
80 dau phéng 10
70 banh ran 8
60 hanh 10
40 budi 14
35 du dua 4
10 viét quat

10 dao

Dudi ddy 1a vi du vé viéc udc tinh thoi gian s& nhu thé nao sau khi két thuc phién hop (udc tinh
theo diém — story point):

Toc do Wéc tinh

OK, vay la bay gio ching t6i dd c6 mot sd nhitng ude tinh thoi gian thd cho cac story quan trong
nhét.

Bude tiép theo 14 udc tinh tdc d6 trung binh ciia chung t6i cho mdi Sprint.

Diéu nay c6 nghia 14 chiing t6i can quyét dinh trén cac hé sb tap trung. Hiy xem hinh 24 “Céach
nhom quyét dinh story nao dugc dua vao Sprint”.

Hé sd tap trung co ban 1a “Nhom st dung bao nhiéu thoi gian dé tap trung cho nhiing story di cam
két hién nay”. S& khong bao gid 1a 100% boi vi Nhom con phai danh thoi gian dé thuc hién nhiing
viéc khong co trong ké hoach, thuc hién nhitng budc chuyén vé ngit canh, trg gitip cac nhom khac,
gui nhan email, stra 161 xdy ra v&1 may tinh, tranh luan vé chinh tri trong nha an, v.v.

Phai noi rang chiing t6i xac dinh hé s tap trung cho nhom 1a 50% (kha thap, chung t6i thuong du
di trong khoang 70%). Va ching t6i sir dung thoi gian 3 tuan (15 ngay) cho Sprint cia minh voi
nhom goém 6 thanh vién.

Moi Sprint nhu vay twong duong voi 90 ngay cong (man-day), nhung c6 thé chi dung 45 ngay
cdng danh cho céc story (do hé so tap trung cia nhom la 50%).

Vi vay toc d wdc tinh cta chung t6i 14 45 diém (story point).
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Néu mdi story c6 ude tinh thoi gian 1a 5 ngdy (thuc té thi c6 thé khong phai) khi d6 nhom s& thuc
hién dugc khoang 9 story moi Sprint.

Dt vao cung trong mét ké hoach phat hanh

Bay gio chiing ta dd c6 cc wdc tinh thoi gian va tée d6 ude tinh (45), chiing ta c6 thé d& dang phan
tach cac hang muc trong Product Backlog vao cac Sprint:

B4 quan trong Tén U'éc tinh
Sprint 1
130 chudi 12
120 tao 9
115 cam 20
Sprint 2
110 oi 8
100 & 20
95 nho kho 12
Sprint 3
80 dau phdng 10
70 banh ran 8
60 hanh 10
40 budi 14
Sprint 4
30 du du 4
10 viét quat

MBJi Sprint bao gdm cang nhiéu story cang t6t ma khong vuot qua toc do ude tinh 1a 45 diém.

Luc nay chung ta c6 thé thay rang chiing ta c6 thé can dén 3 Sprint dé hoan thanh tat ca cac hang
muc “phai c6” va “can c6”.

3 Sprint = 9 tuan lich = 2 thang lich. Bay gid thi d6 13 thoi han ma ching ta s& hira hen v6i khach
hang? Phu thudc hoan toan vao ban chat ciia hop dong; pham vi dugc phép, v.v. Ching ta thuong
thém vao mot s6 ving dém dé phong trir trudng hop udce tinh thoi gian khong tt, cac van dé va
cac tinh ning dot xuat, v.v.

Moi thtr s& tot dep khi chiing ta c6 thé demo dugc mot s6 tinh nang sir dung cho khach hang 3 tuan
mot 1an va moi ho thay doi cac yéu cau khi ma chiing ta van c6 thé (di nhién 1a phu thudc vao hop
dong ra sao).
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Hiéu chinh ké hoach phat hanh dé thich nghi

Thue té s& khong tu né thich nghi v6i ké hoach, vi vay phai c6 cach nao d6 dé giai quyét.

Sau mdi Sprint ching ta xem xé&t lai tde do thuc té trong Sprint do. Néu tbe d6 thuc té rat chénh
léch so véi toc d6 ude tinh, chung ta diéu chinh lai toc d6 ude tinh cho céc Sprint trong tuong lai
va cép nhat lai ké hoach phat hanh. Néu diéu nay dy ching ta vao mot rac rdi, Product Owner cd
thé phai tién hanh dam phan vé6i khach hang hodc kiém tra xem anh ta c6 thé c6 cach nao dé giam
b6t pham vi ma khong pha hong hop ddng. Hodc c6 thé anh ta va nhom dura ra mot s6 cach dé ting
tbc do hodc giam b6t hé sb tap trung bang cach bo bt mot sb tré ngai nghiém trong phét sinh
trong qua trinh trién khai Sprint.

Product Owner c6 thé lién lac voi khach hang va néi rang “xin chao, ching t6i dang cham tién do
mot chut nhung t6i tin r'flng chung toi c6 thé dam bao vé thoi han néu chi can bo di tinh ning

‘nhtng Pacman’ d6 1a ci tén rat nhidu thoi gian dé xay dung. Chiing t0i co thé thém vao tinh ning
d6 ¢ ban phat hanh ngay sau ban phat hanh dau tién 3 tudn néu anh mudn”

Co thé chang c6 tin tirc tot dep nao tir khach hang, nhung it nh’ét ching ta dang trung thuc va cung
cap som cho khach hang lya chon — hodc 1a chiing ta cung cap nhirng tinh nang quan trong nhat
ding hen hodc moi thtr nhung s€ mudn hon. Thuong thi d6 khong phai 1a mot lya chon khé khan
:0)
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Chung t6i két hop Scrum véi XP ra sao

Viéc ndi rang Scrum va XP (eXtreme Programming) c6 thé két hop v6i nhau hiéu qua thuc sy
khong con 1a mot vin dé gy tranh cii. Hau hét cac thong tin toi thy tir mang déu hd tro cho gia
thiét nay, vi vay t6i khong mudn lang phi thoi gian dé tranh luan 1y do tai sao.

Vang, toi s& dé cap dén mot diéu. Scrum chu trong vao cac van dé quan 1y va to chirc trong khi XP
lai quan tAm chu yéu vao dén cac phuong thirc thyc hanh 1ap trinh trong thyc té. D6 1a 1y do tai sao
chung co thé két hop tot duge véi nhau — chiing giai quyét cac “bai toan” khac nhau va bd sung
cho nhau.

Té1 xin phép dugc dua thém vao nhiing béng chung thuc nghiém da cé vé su két hop c6 hiéu qua
gitra Scrum va XP!

T6i s& 1am ndi bat mot s phuwong phap thuc hanh XP ¢o gia tri hon va cach ap dung chung trong
cong viéc hang ngay cua ching t6i. Khong phai tit ca cac nhom ciia chiing toi déu dugce quan 1y dé
ap dung tat ca cac phuong phap thuc hanh ndy, nhung xét mot cach tong quan ching t6i di trai
nghiém v&i hau hét nhitng khia canh trong viéc két hop gitra XP va Scrum. Mot sé phuong phap
thue hanh trong XP duoc truc tiép dé cap boi Scrum va ¢ thé xem nhu ¢6 sy chong lap 1dn nhau,
vi du nhu “Toan bd nhom” (Whole Team), “Ngdi cing nhau” (Sit Together), “Céc story” (Stories),
va “Tro choi Lap ké hoach” (Planning game). Trong nhiing trudng hgp nay chung ti coi nhur d6
la Scrum.

Lap trinh cap (Pair programming)

Gan day chiing toi bat dau trién khai hoat dong nay cho mot trong sé cac nhém thudc cong ty. Viée
lam nay thuc su 1 kha hiéu qua. Hau hét cac nhém khac van khong trién khai dugc nhiéu vé lap
trinh cip, nhung thyc sy hién nay da c6 nhitng ¢ gang trién khai & mot nhom cho mét vai Sprint,
t6i dang c6 htng thi dé thir tién hanh huan luyén phuong phap nay cho nhiéu nhém hon.

Mot s6 két luan cia t6i dén thoi diém nay vé 1ap trinh cap:

e Lap trinh cp gitp ting cudng chat luong cho ma ngudn.

e Lap trinh cdp lam tang kha nang tip trung cua nhom (vi du khi mgt anh chang dung sau
ban ndi rang “ndy, nhimng thi nay ¢ thuc sy can thiét cho Sprint nay khong?”).
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e Mot diéu dang ngac nhién d6 1a nhiéu nha phat trién phan dbi quyét liét 1ap trinh cip 1a do
ho thuc sy khong thu trién khai chung, va ho nhanh chéng thich né khi ho thu trién khai
mot 1an.

e Lap trinh cip rat mét moi va khdng nén thuc hanh né subt ca ngay.
e Dbi cip thudng xuyén sé hiéu qua hon.

e Lap trinh cdp lam ting kha ning truyén ba kién thirc trong nhom. Véi tc d6 dang ngac
nhién.
e Mot s6 ngudi thdy khong thoai mai khi lap trinh cip. Ping gat ra ngoai mot lap trinh vién

tuyét voi chi boi vi anh ta khong cam thay thoai mai voi 1ap trinh cip.

e R soat ma ngudn (code review) 1a mot lua chon tam chip nhan duoc dé thay thé lap trinh
cap.

e “Hoa tiéu” (navigator) (nguoi khong str dung dén ban phim) t6t nhat nén c6 mot may tinh
riéng. May tinh nay khéng ding cho viéc phat trién, nhung dung cho mot sd viéc nho khi
can thiét, vi dy nhu mo tai liéu khi “li xe” (driver) (ngudi sir dung ban phim) gip phai kho
khan, v.v.

e Khong nén ép budc 1ap trinh cap voi moi nguoi. Khuyén khich va cung cap cac cong cu
chuan nhung hay dé ho trai nghiém theo céach ri€ng ctia moi nguoi.

Phat trién Hwéng-Kiém-thie (Test-driven development)

Amen! Déi voi toi, day 1a thir quan trong hon ca Scrum va XP. Ban c6 thé lay di can nha, ti vi va
cht cun cua toi, nhung dimg c6 gang ngan toi trién khai TDD (Test-Driven Development)! Néu
ban khong thich TDD xin ding bét toi phai theo ban, béi vi toi s& cd 1én Iut trién khai bang cach
nay hay cach khac :0)

Day 1a mot tong két ngan gon vé TDD:

Phat trién Huéng-Kiém-thir cé nghia la ban viét kiém thir tw dong trieée, sau d6 ban viét ma nguon
i dé dat dwoc kiém thir d6, tiép theo ban cdi tién md nguon ban dau dé tang kha nang doc hiéu va
loai b6 md nguon bi tring Idp. Tiép tuc lap lai qud trinh do.

Mot s6 nhan xét vé Phat trién Hu’dng-Kiém—thﬁ:.



97 | SCRUM VA XP TU NHUNG CHIEN HAO

TDD khéng dé trién khai. Phai mat thoi gian dé cac 1ap trinh lam quen véi nd. Trong thuc
té, nhiéu truong hop ban day, huén luyén va demo bao nhiéu khong thyc sy la van dé -
trong nhiéu truong hop chi ¢é cach dé cho 1ap trinh vién biét dwoc TDD la yéu ciu anh ta
1ap trinh cap véi mot ai d6 gioi vé TDD. Tuy nhién, mot khi 1ap trinh vién biér TDD, anh ta
s& thuong thich thi véi nd va s& khong bao gio mudn 1am viée véi bit ky cach nao khéc.
TDD c6 anh hudng tich cuc va siu sic ddi voi thiét ké hé thdng.

Phai ton thoi gian mdi co thé trién khai tot dugc TDD va st dung no6 hiéu qua cho mot san
pham méi, dic biét 1a cac kiém thir tich hop, nhung mét diéu chdc chdn 13 né mang lai hiéu
qua.

Hay chéc chin rang ban dau tu thoi gian can thiét dé lam cho viéc viét kiém thir trd nén dé
dang. Piéu nay co6 nghia 1a nhan duoc nhimng cong cu chuan, huan luyén moi ngudi, cung
cap cho nhom céc 10p tién ich chudn hodc 16p cin ban, v.v.

Chung t6i str dung nhitng cong cu dudi ddy cho Phét trién Hudng-Kiém-thir:

jUnit\httpUnit\jWebUnit. Ching t6i cling dang xem xét TestNG va Selenium.

HSQLDB dugc dung nhu 1a mét Co s¢ dir liéu nhung trong-bd-nhé danh cho viée kiém
thar.

Jetty la mQt web container (moi trueong thuc thi ng dung web) nhdng trong-bo-nhé danh
cho muc dich kiém thu.

Cobertura dung dé cung cip céc sd liéu vé test Coveragels.

Khung lam viéc Spring dung dé két ndi cac loai co cau kiém thir khac nhau (véi nhitng dbi
tuong mo phong, khong c6 md phong, voi co s¢ dir li€u mo rong, voi co s¢ dit 1i€u trong
bod nhd, v.v.).

Trong nhiing san pham phirc tap nhit (xét theo quan diém TDD), chung t6i ¢6 nhiing kiém thir
chap nhan hop-den t dong hoa (automated black-box acceptance tests). Nhimng kiém thir 6 khoi
dong toan bd hé théng trong bd nhd, bao gém cac co s¢ dir liéu va cac dich vu web, va truy xuét hé
thong chi sir dung nhiing giao dién céng cong ciia ching (vi du nhu HTTP).

5 con goi la code coverage, 1a d6 do muc d6 duoc kiém thir ctia ma nguén. Pay 1a mot trong nhiing tiép can hé théng
dau tién va co ban vé kiém thir phan mém. Mitrc d6 code coverage cang 16n, nhom c6 thé cang tu tin hon vé chat lugng

clia ma nguon.
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Diéu nay tao ra chu trinh Phét trién — Build - Kiém thtr dién ra nhanh v6 cing. Dong thoi cling
hoat dong nhu mdt mang ludi an toan, dem lai sy tu tin cho cdc nha phat trién du dé ho thuong
xuyén cai tién, co nghia 1a thiét ké van rd rang va don gian ngay ca khi hé thong 16n Ién.

TDD v&i ma nguén méi
Chung t6i thuc hanh TDD cho tit ca cac du an phat trién méi, tham chi néu diéu nay c6 nghia 1a
t6n kém thoi gian ngay 1an dau thiét 1ap du 4n (vi chung t6i can nhiéu cong cu va hd trg hon danh

cho viéc st dung kiém thir, v.v.). Khong can nhiéu tri tué cho diéu do, trong khi lai thu duoc
nhirng loi ich tuyét voi thi thue sy chang c6 1y do gi dé khong trién khai TDD.

TDD vé&i ma nguén cil

TDD khong d&, nhung ¢ gang trién khai né v6i nhitng ma ngudn khong st dung TDD ngay tir
dau... thi thuc sw la khé khan! Tai sao vay? Vang, thuc té, t6i co thé viét nhidu hon vé chu dé nay
vy nén t6i nghi minh s& ding & day. Toi s& dé danh n6 cho cudn sach tiép theo cua i 1a “TDD tir
nhitng Chién hao” :0)

Chung t6i da mat kha nhiéu thoi gian dé c6 gang tu dong hoa qua trinh kiém thir tich hop & mot
trong s6 nhitng hé thdng phirc tap ciia ching t6i, nén tang ma ngudn dugc xay dung voi vang va
trong tinh trang c6 nhiing sai s6t nghiém trong va hoan toan khong c6 bat ctr mot kiém thir nao.

D6i voi moi ban phat hanh cta hé thong chiing t6i ¢6 mot nhom chuyén gia kiém tht, ho sé& thuc
hién toan bd mot nhom cac kiém thir hoi quy va cac kiém thar hiéu ning phuc tap. Cac kiém thir
hdi quy (regression tests) hau nhu duogc thuc hién thi cong. Piéu nay lam cham dang ké chu trinh
phat trién va phat hanh ctia chung t6i. Muc tiéu ctia chung t6i 1a ty dong héa cac kiém thir 6. Tuy
nhién, sau khi vo dau bt tai mot vai thang, ching t6i thuc sy khong dat dugc nhiéu nhu mong doi.

Sau d6 ching t6i chuyén sang tiép can theo hudng khéac. Ching t6i thira nhan mot sy that réng
chung t6i dang méc ket v6i viéc kiém thir hodi quy thu cong, va thay vao d6 ching toi bat dau tu hoi
“Lam thé ndo dé viéc xir Iy kiém thir thi cong ton it thoi gian hon?” Pay 1a mot hé thdng choi
game, va chung toi nhan ra ring nhom kiém thir ¢3 mat nhiéu thoi gian tién hanh thiét 1ap nhiing
thi it co gia tri, nhu di quanh cac phong hanh chinh dé thiét 1ap cac giai ddu danh cho muc dich
kiém thtr, hodc chd doi cho t6i khi giai ddu duoc bat dau. Vi vay chung toi di tao ra nhitng tién ich
cho diéu d6. Nho gon, d& dang truy xuit thong qua cac biéu tuong tit va kich ban dé 1am tit ca cac
cong viéc kho khin va gitip nhoém kiém thir tap trung vao thir nghiém thyc té.

Nb lyc d6 da thyc sy duge dén dap! Trong thuc té, diéu d6 co thé 1a nhimg gi ma chung toi phai
hoan thanh tir khi bat dau trién khai du an. Chiing t6i dd qua hao huc véi viée tu dong hoa kiém
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thir ma quén mat rang can phai 1am diéu d6 timg budc mot, trong d6 budc dau tién 1a xdy dung
nhiing tha gitip cho viéc kiém thir thui céng hiéu qua hon.

Bai hoc rat ra: Néu ban mic ket v6i viéc phai tién hanh kiém thtr hdi quy tha cong, va mudn tu
dong hoa cong viéc nay, xin hay dung lam (trir khi n6 thuc sy dé dang). Thay vao dé, hay xay
dung nhitng thir gitip cong viée tha cong d6 dugc thuc hién dé dang hon. Sau dé méi xem xét dén
viéc tu dong hoa kiém thir trong thuc té.

Thiét ké tién héa (Incremental Design)

Thiét ké tién hoa c6 nghia 14 giir cho viéc thiét ké don gian khi méi bat dau va tiép tuc cai thién no,
hon 12 ¢b ging dé co nhiing tat ca nhitng diéu dung din ngay tir dau va sau d6 khong con quan tam
dén nira.

Hién tai, chung t6i dang 1am kh4 tét viéc nay, tirc 1 chung t6i sir dung khoang thoi gian hop 1y dé
cai tién va cai thién nhitng thiét ké di co, va chang t6i hiém khi bo thoi gian dé tién hanh thiét ké
16n ngay tur dau. Doi khi, tat nhién 1a chung to1 siét chat chuyén nay, vi du béng viéc cho phép mot
thiét ké yéu dé “thuc” manh viéc cai tién nd tré thanh mot du 4n 16m. Tuy nhién tat ca chung t6i
déu kha hai 1ong.

Cai tién thiét ké lién tuc 1a két qua tat yéu cua viéc thuc hién TDD.

Tich hop lién tuc (Continuous Integration)

Hau hét cic san pham ciia chung t6i déu duoc thiét 1ap tich hop lién tuc kha phirc tap dya trén
Maven va QuickBuild. Piéu nay cuc ky c6 gia tri va tiét kiém thoi gian. Day 1a giai phap co ban
cho van dé “nay, nhung né chay tbt trén may ciia t6i ma”. May chu build lién tuc (continuous build
server) cua chung t6i hoat dong nhu mot “tham phan” hoac diém tham chiéu dé xac dinh chat
luong cla tat ca cic ma ngudn nén tang. Mdi khi mot ai d6 cap nhat vao hé théng quan 1y phién
ban, dich vu build lién tuc s€ hoat dong, build moi thur tr dau trén may chu chia sé, va thyc thi tat
ca cac kiém thtr. Néu bat cr 16i ndo xay ra, n6 sé giri email canh bao tdi cac thanh vién trong nhoém
vé viéc build khong thanh cong, thém vao d6 1a cac thong tin chinh xac nhiing thay doi trong ma
nguén dan dén that bai, lién két t&i bao cdo kiém thir, v.v.

Héng dém may chu build lién tuc s€ build lai san phém tir dau va déy lén céng dién tr tai liéu noi
bd cua chung t6i cac t&€p da bién dich (vi du ear, war, v.v.), tai li¢u, cac bdo cio kiém thu, bao céo
pham vi kiém thir, bao céo thanh phén phu thudc, v.v. Mot s6 san phém cling s€ duoc trién khai tu
dong vao méi trudong kiém th.

Mat rat nhiéu céng sirc dé thiét 1ap mot hé thdong tich hop lién tuc, nhung ching gia tri dén timg
phut giay.
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S& hiru ma nguodn tap thé

Chuing t6i khuyén khich so hitu ma nguén tap thé nhung khong phai nhom nao ciing tuén thu duoc
diéu nay. Chung t6i d3 nhan thay rang 1ap trinh cip v6i su luan chuyén thudng xuyén cac cip sé tu
dong dan t6i viée s& hitu ma ngudn tap thé & mirc do cao. Cac nhém c6 sy s¢ hitu ma ngudn tap
thé & mirc dd cao d3 duoc ching minh 1a rat manh, vi du Sprint cua ho khong bao gid thét bai chi
vi Iy do mét vai nguoi quan trong bi dm.

Khéng gian lam viéc giau thdng tin

Tat ca cac nhom st dung bang tring va cac birc tudng tréng va lam cho viéc sir dung chung tot
hon. Trong hau hét cac cin phong, ban sé& tim thdy nhitng btrc tudng dugc déan day nhitng thong tin
vé san pham va dy an. Van dé 16n nhét 13 c6 nhitng thi khong con gia tri van & trén cac birc tuong
d6, cho nén chiing t6i c6 thé dua ra thém mot vai trd 12 “quan gia” (housekeeper) trong mdi nhom.

Chung t6i khuyén khich sir dung bang coéng viéc (taskboard), nhung khong phai nhém nao ciing

’

lam dugc diéu nay. Xem trang 70, “Chiing t6i bé tri phong lam viéc nhw thé ndo”.

Tiéu chuan ma nguén

Gan day chung t6i da bat dau dinh nghia chuan cho viét ma ngudn. Piéu nay rat hitu ich, udc gi
chung t6i trién khai dugc sém hon. Hau nhu khong mat thoi gian cho viée ndy, chi can bat dau don
gian va hay dé no phat trién dan 1én. Chi viét nhitng thtr khong rd rang véi moi nguoi va lién két
chung téi nhitng thtr d c6 bat ky khi nao c6 thé.

Hau hét cac lap trinh vién déu c6 phong cach riéng trong viét ma nguén. Nhing chi tiét nho nhu
cach ho xur ly céc ngoai 1€, cach ho chu thich ma nguén, khi ho tra vé null, v.v. Trong mot )
truong hop nhiing khac biét d6 khong 14 van dé, trong mét s6 trudng hop khac no lai c6 thé dan téi
viéc thiét ké hé thong thiéu nhat quan nghiém trong va ma ngudn khé hiéu. Chuan viét ma ngudn
rat hitu ich & day, mién 13 ban tip trung vao nhimg thir ¢6 van dé.

Sau ddy 1a mot vai vi du vé chuan viét ma ngudn cta ching toi:
e Ban c6 thé pha bo bat cr quy tic gi, nhung phai dam bao c6 1y do chinh dang va phai viét
tai liéu mo ta.
e Mic dinh su dung quy  udc viét mi  ngudn cta Sun:
http://iava.sun.com/docs/codeconv/html/CodeConvTOC.doc.html

e Khong bao gio, bit cic ngoai 16 ma khong ghi lai ddu vét hodc day tiép di. Ding phuong
thic 1og.debug () la dugc, chi can khong dé mat ddu vét.
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e Sir dung dependency injection dua trén setter dé tach biét cac 16p v6i nhau (tat nhién trir
khi khéng mudn tach biét).

e Tranh dung tir viét tit. Nén dung nhiing tir viét tit phd bién, vi du nhu DAO.
e Céc phuong thic tra vé Collection (tdp hop) hoic mang khong nén “return null”. Nén

tra vé tp hop hodc mang rong thay vi null.

Lam viéc véi toc dé\nang lwong bén virng

Nhiéu cuon sach vé phat trién phan mém linh hoat canh bao rang lam vi¢c ngoai gid (overtime) s&
lam gidm nang suat trong phat trién phan meém.

Sau mot sb thir nghiém khong mong mudn vé van dé nay toi chi c6 thé néi rang toi hét sirc dong
v6i khuyén cao do!

Khoang mdt nim vé trude, mot nhoém cua chung t6i (nhém 16n nhat) da 1am viéc ngoai gio rat
nhiéu. Chét lugng cua ma ngué)n ma ho 1am ra rat t& va ho phai stir dung hau hét thoi gian dé chira
chay. Nhém kiém thir (ciing 1am viéc ngoai gid) khong co co hoi dé thuc hién bat ky mot phuong
an bao dam chat luong nao mot cach dung din. Khach hang ctia chung toi tlrc gidn va cic to béo 14
cai thi x6ng vao “an tuoi nudt séng” chung toi.

Sau mot vai thang chung t6i di quan 1y dé giam gid lam viée ciia moi nguoi xudng mic hop 1y.
Moi ngudi 1am viée véi sd gid 1am viée binh thudng (trir mot s6 thoi diém trong dy 4n). Va, that
ngac nhién, ndng suét va chat lugng dugce cai thién dang ké.

Tat nhién, giam gio 1am viéc khong c6 nghia d6 1a khia canh duy nhdt dan dén sy cai thién nay,
nhung tat ca ching t6i déu tin chic né chiém phan 16n trong do.
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14

Chung t6i kiém thir nhw thé nao

Day 1a phan kho khan nhét. Toi khong chic chin rang no 13 phan khé nhét cua Scrum, hodc chi 1a
phan kho nhét trong phat trién phdn mém néi chung.

Kiém thir ¢6 thé 13 cong doan khac nhau nhat giita cac t6 chtrc. Phy thudc vao viéc ban co bao
nhiéu kiém thtr vién, mic dotu dong hoa kiém thir ma ban dang trién khai, hé thong cua ban thudc
loai gi (chi 1a dich vu web? hodc ban c6 thudng chuyén giao phan mém dong goi khong?), thoi
gian ctia cac chu ky phat hanh, phan mém quan trong t6i muc nao (dich vu blog don gian hay hé
thdng diéu khién chuyén bay), v.v.

Chung toi da thir nghiém kha nhiéu véi cac cach thirc dé kiém thir trong Scrum. Toi s& c6 ging md
ta nhiing gi ma chung t6i da thuc hién va nhiing gi ma chung t6i hoc dugc tur do.

Ban c6 1& sé khong thé bé dwoc giai doan kiém thir chap nhan

Trong thé gidi 1y twong ctia Scrum, két qua cia mdi Sprint 1a mot phién ban c6 kha nang trién khai
ctia h¢ thong ban dang phat trién. Vay thi chi can trién khai no, diing khong?

, A . Ngwéi dung cudi [
[ Nhom Scrum ; A~
1.0.0

BAG | ==
688

Sai r6i.
Kinh nghiém ciia ching t6i cho thdy rang cai d6 thuong khong thyc hién dugc. S& ¢6 nhiing 15i rat
hiém ac. Néu chat lugng co bat ky gia tri gi ddi voi ban, thi mot s6 kiém thir chdp nhan tha cong 1a
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can thiét phai c6. D6 1a khi cac nha kiém thir chuyén nghiép khong c6 trong Nhom dé dép tung hé
thong v6i nhimg loai kiém thir ma Nhom Scrum khong thé nghi t6i, hodc khong co thoi gian dé
tién hanh, hodc khong co thiét bi phan cing dé trién khai cac kiém thir d6. Cac nhan vién kiém thir
truy xuit hé thdng theo cach thirc gidng nhu nhitng ngudi dung thuc sy, diéu d6 c6 nghia 14 ho
phai hoan thanh thu céng cong viée d6 (gia st hé thdng ciia ban danh cho ngudi dung thuc).

Ngwi

Nhém Scrom | 1.0.0 Nhém Kidm this ding cubi

888 | == aa L
888 -=-- 868

Nhom kiém thtr s& tim kiém 161, Nhém Scrum s& phai lam cac ban phat hanh va 15i, va sém hay
mudn hon (hy vong 1a sém hon) ban s& c6 thé phai phat hanh phién ban va 16i 1.0.1 t6i nguoi
dung, thay cho phién ban khong 6n dinh 1.0.0.

Khi t6i n6i rang “giai doan kiém thir chdp nhan”, toi dang dé cp ti toan bo thoi gian trién khai
kiém thtr, stra 11, va phat hanh lai cho t6i khi c6 mot phién ban du tot dé phat hanh san pham.

Giam thiéu giai doan kiém thir chap nhan

Giai doan kiém thur chép nhén gay ra cac thiét hai. Diéu nay tao ra cdm gidc chua thuc sy linh hoat
(un-agile). Mic du chung ta khong thé bo qua cong doan nay, ching ta ¢ thé (va tién hanh) ¢
gang dé giam thiéu no. Cu thé hon, d6 1a giam thiéu luong thoi gian can thiét danh cho trién khai
kiém thir chap nhan. Diéu nay duoc thyc hién boi:

e Tbi da hoa chat lugng ma ngudn do Nhom Scrum cung cap.

e Tbi da hoa hiéu qua ciia viéc huéng din cong tic kiém thir (tirc 1a tim kiém cac nhan
viénkiém thir tot nhat, cung cap cho ho cong cu tot nhit, dam bao rang viéc bao cio co thé
dugc tu dong dé tranh lang phi thoi gian).

Vay thi chiing t6i dd 1am nhu thé nao dé téi da chat luong ma ngudén do Nhém Scrum cung cap?
Vang, ¢6 rat nhiéu cach. Sau day 1 hai cach ma chung t6i thay rat hiéu qua:
e Pua cic nha kiém thir vao Nhém Scrum

e Giam bat cong viéc voi moi Sprint
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Tang cwong chat lwong bang cach dwa cac nha kiém thir vao Nhém Scrum

[ Nhém Scrum )

888
GIeISY

Vang, t0i nghe thdy hai phan ddi sau:

e “Nhung mét diéu 16 rang! Nhém Scrum dugc hd trg dé cé thé lién chirc nang!”
e “Nhom Scrum duoc hd tro dé giam thiéu cac vai tro! Chung ta khong thé c6 mot nguoi chi
c6 vai tro 1a kiém thir vién!”
Hay dé t6i 1am rd diéu nay: Nhitng gi ma t6i ndi vé “kiém thir vién” trong trudng hop nay 1a “mot
ngudi c6 k¥ ning can ban vé kiém thi™, chir khong phai 13 “mot ngudi chi ¢ vai tro kiém thir”.

Céc nha phat trién thuong kha toi trong viéc kiém thir. Pdc biét 1a khi cac nha phat trién kiém thir
chinh ma ngudn cta minh.

Nhan vién kiém thir 1a “ngwei phat tin hiéu dirng”

Hon nira, dé “dugc” 1a mot thanh vién cua nhom, kiém thir vién c6 nhitng nhiém vu quan trong.
Anh ta 1a nguoi phat tin hiéu dimg hé thong. Khong ¢ gi dugc cho 1a “hoan thanh” trong Sprint
cho t6i khi anh ta bao rang né da hoan thanh. Toi da phat hién ra rang cdc nha phét trién thuong
n6i mot so thir ¢a hoan thanh trong khi thuc té khong phai vay. Tham chi, ngay ca khi ban c6 mot
dinh nghia “hoan thanh” rat rd rang (diéu ndy ban nén xem & trang 32 “Dinh nghia ‘Hoan
thanh’”), cac nha phat trién thudng hay quén nd. Céac lap trinh vién ctia ching toi 1a nhimg nguoi
thiéu kién nhan va muén chuyén ngay téi hang muc ké tiép.

Vay thi, Mr. T (nhan vién kiém thir ctia chung t6i) lam thé nao dé biét duoc nhirng thir d6 di hoan
thanh? Puoc r0i, trudc hét, anh Ay nén (bt ngd) kiém thir nd. Trong nhiéu trudng hop nod cho thiy
rang nhiing cong viéc ma mot nha phat trién coi 1a “hoan thanh” c6 thé tham chi con khéng thé
kiém thir dugc! Boi vi, né da khong dugc dua vao, hodc khong duge trién khai trén dich vu kiém
thir, hodc ¢6 thé chua duoc khoi chay, hodc bét ky didu gi khac. Khi T kiém thir tinh ning d6, anh
ay ra soat thong qua danh sach kiém tra “hoan thanh” (néu ban c6) v6i nha phat trién. Vi du, néu
dinh nghia cac nhiém vu “hoan thanh” can c¢é ghi chii phat hanh, khi d6 T s& kiém tra nhiing ghi
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chu d6 xem c6 khong. Néu c6 mét s dic ta quy cu hon cho tinh ning nay (hiém gip véi ching
t61) thi T kiém tra xem no6 da tdt chua, v.v.

Mot hé qua tét phat sinh tir viéc ndy d6 1a Nhom hién nay da c6 mot ngudi rat thanh thao va phu
hop trong viée t6 chirc cac budi demo Sprint.

Kiém thir vién sé lam gi khi ma khéng cé gi dé kiém thir?
Cau hoi nay duogc dit ra. Mr. T: “Nay, Scrum Master, ching c6 gi dé kiém thir vao lac nay ca, vay

t61i nén lam gi day?”. Co thé phai mat ca tuan dé nhom hoan thanh story dau tién, vy kiém thir
vién nén 1am gi trong sudt quang thoi gian d6?

Puoc thoi, trude hét, anh ta nén chuan bi cho cac kiem thu. Do 1a, viet cac dac ta kiém thir, chuan
bi mdi truong kiém thi, v.v. Do d6, khi mgt nha phat trién c6 nhiing thlr san sang dé kiém thu, s€
khong phai chd doi nira, T chi viéce tién hanh ngay vi¢c kiém thu.

Néu nhém dang trién khai TDD thi moi nguoi danh thoi gian dé viét ma kiém thir trude d6 1 ngay.
Kiém thir vién nén lap trinh cdp voi nha phat trién dé viét cac ma kiém thir d6. Néu kiém thir vién
khong thé lap trinh anh ta van nén cip voéi nha phat trién, anh ta chi 1am nhiém vu diéu hudng va
hdy dé cac nha phat trién viét ma ngudn. Mot kiém thir vién tét thuong dua ra nhitng dang kiém
thtr tot hon so voi nha phat trién gidi, vi vay ho sé bd tro cho nhau. Néu nhom khong trién khai
TDD, hodc néu khong c6 du test-case dé 1ap day thoi gian kiém thir, don gian, anh ta nén tién hanh
bat ctr diéu gi c6 thé dé trg gitip nhom dat dwoc Muc tiéu Sprint. Ciing giéng nhu bat ky thanh vién
nao trong nhom. Néu kiém thir vién cé thé 1ap trinh thi diéu nay that tuyét voi. Néu khong, nhom
ctia ban phai x4c dinh tat ca cac cong viéc khong lién quan toi 1ap trinh (goi 1a cac viéc phi lap
trinh) va can thiét phai hoan thanh trong Sprint.

Khi tién hanh tach cac story thanh cac dau viéc trong budi hop 1ap ké hoach Sprint, nhom c6 xu
huéng tap trung vao CAC cong viéc lién quan ti ldp trinh. Tuy nhién, thuong thi c6 rat nhidu cac
cong viéc phi ldp trinh can phai hoan thanh trong Sprint. Néu ban danh thoi gian dé xdc dinh
nhitng cong viéc phi ldp trinh trong budi lap ké hoach Sprint, s& tao co hoi dé T c6 thé dong gop
kha nhiéu, tham chi ké ca anh 4y khong thé lap trinh va khong co cong viéc kiém thir dé lam ngay.

Vi du vé nhitng cong viéc phi 1ap trinh thuong can phai hoan thanh trong mot Sprint:
e Thiét 1ap moi truong kiém thir.
e Lam rd cac yéu cau.

e Thao luén chi tiét vé cac hoat dong trién khai.
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e Viét cac tai liéu trién khai (ghi chu phat hanh, RFC, hodc bat cir diéu gi ma to chirc cuia ban
lam).

e Lién hé vé6i cac ngudn luc bén ngoai (vi du: cac nha thiét ké giao dién nguoi dung (GUT)).
o Cai tién c4c kich ban build.

e Phan tach céc story chi tiét hon thanh nhitng tac vu.

e Ghi nhan nhiing cau hoi quan trong tir nha phat trién va tim kiém céu tra 10i cho ho.

Xét theo chiéu nguoc lai, chung t6i phai lam gi néu T tré thanh “nat ¢6 chai”? Chang han ching
t6i dang & ngay lam viéc cudi cing ctia Sprint va dot nhién c¢6 nhidu viéc hoan thanh va T khéng
¢6 co hoi dé kiém thir tit ca. Chung t6i phai 1am gi? Pugc thoi, ching t6i co thé dwa moi thanh
vién trong nhom thanh phu ta caa T. Anh 4y quyét dinh nhitng thi anh ta can tu lam, va pho thac
céc kiém thir con lai cho cac thanh vién khac trong nhém. D6 1a nhitng gi ma chiing ta ndi vé cac
nhom lién chirc nang!

Vay 1a, T ¢6 mdt vai tro didc biét trong nhom, nhung anh ay van dugc phép lam cac cong viéc
khéc, va cac thanh vién khac trong nhom van dugc phép l1am cac cong viéc cua anh ay.

Tang chat lwong bang cach giam thiéu céng viéc trong Sprint

Diéu nay khién ta quay tré lai cudc Hop K& hoach Sprint. Pon gian chi can dit ra, khong tham 1am
qua nhiéu story trong mot Sprint! Néu ban ¢ cac van dé vé chat luong, hodc chu trinh kiém thur
chap nhan kéo dai, hiy giam bét cong viée trong Sprint! Diéu nay s& ty dong dan téi chat luong
cao hon, chu trinh kiém thir chp nhan ngan hon, it 16i phia ngudi ding, va ning suit cao hon
trong thoi gian dai khi ma nhom c6 thé tap trung toan thoi gian vao nhing thir méi hon 12 stra chira
nhiing thtr ¢4 lam dé tranh phéa hong thir khac.

Diéu nay thuong ludn co6 chi phi thap hon dé xay dung it hon, nhung dat dugc sy 6n dinh, thay vi
xay dung nhiéu hon va phat hoang vé&i cong viéc stra chita.

Kiém thir chap nhan cé nén la mét phan cta Sprint khéng?

Chung t6i do duy rat nhidu ¢ ddy. Mot sé nhom clia ching toi bo sung thém kiém thir chdp nhan vao
Sprint. Tuy nhién, hau hét cic nhom ciia ching t6i khong lam nhu vay boi hai 1y do sau:

e Sprint c6 mot khung thoi gian. Kiém thir chip nhan (sir dung dinh nghia ciia t6i nd bao
gdm g& 18i va phat hanh lai) 1a rat kho dé xac dinh khung thoi gian (time-box). Chuyén gi
néu ban da hét thoi gian ma van con nhing 16i nghiém trong? Ban s& phat hanh san pham
ma van con 16i nghiém trong d6? Ban sé& doi dén Sprint tiép theo? Trong hau hét cac truong
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hop ca hai giai phéap trén déu khong thé chap nhan duoc. Vi vay ching t6i dé kiém thir chap
nhén thu cong bén ngoai Sprint.

e Néu ban c6 nhidu Nhom Scrum cung trién khai mot san pham, kiém thir chap nhan tha
cong phai duoc hoan thanh dua trén sy két hop két qua cua tit ca cac nhom. Néu cac nhom
da tién hanh kiém thir tha cong trong Sprint, ban co thé van can mot nhom kiém thir ban
phat hanh cudi cling, cai s& duoc build tich hop véi cong viée ciia nhom khéc.

/" Nhém Scrum A

Nhom Kiém thr |
888 =1 . |
\ S | phat hanh > &

( Nhém Scrum B

886 Slé}
884

Diéu nay khong c6 nghia ddy 1a giai phap hoan hao nhung n du tt d6i voi ching toi trong hau
hét cac truong hop.

Chu trinh Sprint v&i chu trinh kiém thir chap nhan

Trong thé gii Scrum hoan hao, ban khong can dén kiém thir chip nhan khi Nhém Scrum phét
hanh mot phién ban sin sang ctia san phdm sau mdi Sprint.
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1.0.0 1.1.0

Sprint 1

Sprint 2

Dong thoi gian =

Tét thoi, ddy méi 1a hinh anh thyc té hon:

Ngwoi dung cudi

A

v
W LH
1.0.0 Y &Y 1.0.1 1.1.0
Sprint 1 rint 2 } 7
Dong théi gian Do

Sau Sprint 1, phién ban c6 16i 1.0.0 duoc phat hanh. Sudt Sprint 2, cac bao céo vé 16i bat dau do
don vé va nhom phai danh hau hét thoi gian dé sira 16i va bi budc phai phat hanh mot ban va 13i
1.0.1 giira Sprint. Sau d6 cudi Sprint 2 ho phat hanh phién ban méi 1.1.0, tit nhién 1a tham chi it
16i hon khi d6 ho tén it thoi gian hon dé chinh stra chiing trong thoi gian nay, do céc rdi loan tir
ban phat hanh trudc do. V.v. va v.v.

Céc duong chéo d6 trong Sprint 2 thé hién cac x4o tron.
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Khong qué dep mit, phai khong? Tt thoi, diéu dang budn 1a van dé d6 van con ngay ca khi ban co
mot nhom kiém thir chip nhan. Chi c6 diém khéc biét d6 1a hau hét cac bao cdo 15i s& dén tir doi
kiém thir thay vi tir sy buc bdi cia nguoi dung. Po6 1a mdt khac biét rat 1on tir goc do kinh doanh,
nhung vé6i cac nha phét trién thi chiang cé gi rét cudc van vdy. Ngoai trir truong hop cac kiém thi
vién kém tich cuc hon so voi ngudi dung cudi. Thuong 1a vay.

Ngwei ding cudi

1.0.1
Kiém thir Chap nhan 1.0 Kiém thir Chip nhan 1.1
< <
1.0.0 1.1.0
Sprint 1 ‘Lé/ﬁﬁr/ﬂ%/ / _ _ /
Dong thoi gian i

Chung t6i khong tim ra bét cr giai phap don gian nao d6i voi van dé nay. Chung toi da thir nghiém
v6i nhiéu md hinh khéc nhau.

Trudc tién, mot 1an nira, can téi da hda chat lugng ctia ma nguon do Nhom Scrum phét hanh. Chi
phi ddi v6i viéc tim kiém va sira 16i som, trong Sprint, s& thip hon nhiéu so v&i viéc tim kiém va
stra 16i sau do.

Nhung trong thyc t& van con nhitng bao cdo vé 16i dén sau khi Sprint hoan tat, ngay ca khi chung
ta ¢ thé giam thiéu s6 lwong. Chung toi giai quyét vin dé nay ra sao?

Hwéng tiép can 1: “Khong tién hanh xay dwng cac thir méi cho té&i khi
nhirng thir da Iam van con chwa hoan thanh”

Ban nghe cau nay c¢6 thu vi? Ban ciing da c6 cam thay 1o mo sy kich dong hay khong?
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Chung t6i di tién véi viée ap dung hudng tiép cin ndy mot vai lan, va da rat ra cac mé hinh pha
hop v6i cach thirc ma chung t6i lam diéu d6. Tuy nhién, chung t6i ludn thay di tu twdng ciia minh
khi chiing t6i nhan ra nhitng nhugc diém. Chung t6i phai bd sung mot giai doan phat hanh khong
dong khung thoi gian giita cac Sprint, trong khoang thoi gian d6 chung toi chi kiém thir va sira 15i
cho t&i khi chiing toi ¢6 thé tao ra mot ban phat hanh san pham.

Sprint 1 Phat hanh | Sprint 2 Phat hanh Sprint 3

Déng théi gian P

Chung t6i khong thich chii thich vé viée ¢ cac giai doan phat hanh khong déng khung thoi gian
giita cac Sprint, chii yéu 1a boi vi n6 s& pha v quy tic giir nhip dap Sprint. Chung toi ¢6 thé khong
no6i rang “sau 3 tuan chung toi lai bat dau mot Sprint méi”. Bén canh d6, diéu nay khong hoan toan
giai quyét dugc van dé. Tham chi néu chiing toi co giai doan phat hanh, s& ¢ cc bao cdo 18i khan
cap lién tuc gui t6i, va chung t6i phai chudn bi dé d6i pho vé6i chung.

Huwéng tiép cin 2: “OK tién hanh xdy dung thit méi, nhung wu tién hoan thanh
nhirng thir da trién khai truéc”

Pay la hudng tiép can ua thich ctia ching t6i. it nhat 1a trong ltc nay.

Vé co ban, khi ching t6i hoan thanh mot Sprint chiing t6i chuyén ngay sang Sprint tiép theo.
Nhung chiing t6i van phong trudc phai sir dung mot sb thoi gian trong Sprint tiép theo dé sira cac
18i ctia Sprint trudc. Néu Sprint tiép theo d6 bi thiét hai nghiém trong do chiing toi phai str dung
qué nhiéu thoi gian cho viée sira cac 18i ciia Sprint trude, ching toi danh gia nguyén nhan xay ra
diéu nay va cach thirc dé ching toi co thé cai tién chat lwong. Chung t6i dam bao Sprint di dai dé
¢6 du thoi gian can thiét cho viéce stra cac 15i tir Sprint trude.

Dan dan, trai qua nhiéu thang, luong thoi gian danh cho sira 18i tir Sprint trudc s& giam di. Thém
vao d6, chung toi c¢6 thé c6 mot vai nguoi tham gia cuing khi xay ra cac 151, vi vay todn b6 nhom
khong can phai ban khoan mdi khi nhu vay. Bay gid, ching t6i da dat dugc muc d6 chap nhan cao
hon.
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Trong sudt budi hop 1ap ké hoach Sprint, ching t6i thiét 1ap hé sb tap trung du thdp dé danh thoi
gian dy phong cho viéc stra chita 11 tir Sprint trude. Cung véi thoi gian, nhom sé co nhimg tién bo
dang keé trong viéc ude tinh thoi gian cho viéc nay. Po dac vé téc d6 trg gitp rat nhidu (xem trang
30, “Nhém quyét dinh dwa story nao vao Sprint nhu thé nao?”).

Hwéng tiép can t6i — “tap trung vao viéc xay dwng tinh nang méi”

Diéu nay c6 nghia 12 “tap trung xdy dung nhimg thir méi hon la hoan thanh nhitng thir da lam
trueée d6”. Ai s& mudn lam diéu nay? Ching toi di gap phai nhimng sai 1am nay kha thudng xuyén
thué ban dau, va t6i chic chan rang nhiéu cong ty khac cling dd vudng phai chuyén nhu vay. D6 1a
can bénh lién quan téi ap luc. Nhiéu nha quan 1y khong thuc su hiéu diéu do, khi tat ca ma nguén
d3 hoan tat, ban thudng van con ¢ kha xa méi téi dugc thoi diém phat hanh san pham. it nhat 13
v6i cac hé théng phuc tap. Vi vy, nha quan 1y (hodc Product Owner) yéu cdu nhom tiép tuc lam
thém nhimng thir méi trong khi nhiing phan con lai cia ma ngudn gan nhu da sin sang phat hanh
trude d6 ngdy cang trd 1én nang né hon, 1am moi thtr cham lai.

Dirng chay nhanh hon mat xich cham nhéat trong day chuyén cta ban

Gia su réng kiém thu chép nhén 1a mét xich chdm nhat cia ban. Ban ¢6 qua it kiém thur vién, hodc
giai doan kiém thir chdp nhan kéo dai béi vi chat lugng nghéo nan ciia ma ngudn.

Gia st rang nhom kiém thir chap nhén ctia ban c6 thé kiém thir nhiéu nhat 3 tinh ning/tuan (khong,
chung t6i khong sir dung “tinh ning/tudn” khi do dac; t6i chi sir dung n6 cho vi du nay). Va gia st
réng cac nha phat trién cta ban c6 thé thuc hién duoc 6 tinh néng/tuﬁn.

Diéu nay sé& hap dan cac nha quan 1y hodc Product Owner (hodc c6 thé tham chi ca nhom) dé dit
lich phat trién 6 tinh nang méi/tuan.

Xin dimg! Thue té s& “tim” duoc ban bang cach nay hay cach khac, va no s& lam t6n thuong ban.
Thay vao d6, hiy dat lich 1am 3 tinh nang/tuan va sir dung thoi gian con lai dé giam thiéu cac nit
c6 chai kiém thir. Vi du:
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e C6 mot vai nha phat trién 1am viéc nhu 1a cac kiém thir vién (3, ho s& yéu quy ban vi diéu
nay...).

e Trién khai cac cong cu va kich ban giup tién hanh kiém thir dé dang hon.

e Thém nhiéu hon cac ma ngudn kiém thir tr dong.

e Ting do dai cta Sprint va c6 thém kiém thir chip nhan trong Sprint.

e Dinh nghia mot ) Sprint nhu 1a “Sprint kiém thir’ & d6 toan bd nhom lam viée nhu mot
nhom kiém thtr chdp nhan.

e Tuyén thém cackiém thir vién(tham chi néu diéu ny c6 nghia 13 giam bdt nha phat trién)

Chung toi da thir tat ca cac giai phap trén (trir giai phap cudi cung). Giai phap dai han tot nhat tat
nhién la 2 va 3, tirc 1a cac cong cu va kich ban tot hon va tu dong kiém thr.
Céc budi Hop Cai tién 1a mot dién dan tot dé xac dinh nhitng mat xich cham nhat trong day chuyén

cua minh.

Quay lai v&i thuwe té

Toi ¢6 thé cho ban thay 4n tugng vé viéc ching tdi ¢6 cac nha kiém thir trong tit ca cac Nhom
Scrum, viéc ching t61 c6 mdt nhom kiém thur chép nhén rat 16n danh cho mdi san phém, viéc
chiing t6i phat hanh sau mdi Sprint, v.v. va v.v.

Vang, nhung ching t6i khong lam nhu vay.

Doi khi chung toi ciing di co y thirc dé 1am nhiing thir nay, va chiing t6i da nhin thay nhitng anh
hudng tich cuc tir do.

Nhung ching toi van con xa méi ¢6 duge quy trinh dam bao chit lugng chip nhan duogc, va ching
t61 van phai hoc hoi rat nhiéu.
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15

Chung tdi quan li nhiéu nhém Scrum nhw thé nao

C6 nhiéu thtr kho khin hon khi ban c6 nhiéu Nhém Scrum cung phat trién mot san pham. Do 1a
van dé phé quat chir khong thuc su khong phai 1a chuyén riéng ctia Scrum. Nhiéu nha phat trién =
nhiéu réac rdi.
Chung t6i d thir nghiém (nhu thuong 1¢) véi van dé nay. C6 lGc nhom chung toi 1én dén véi xép
xi 40 ngudi lam viée voi cing mot san pham.
Cac cau hoi chinh dat ra:

e S& tao ra bao nhiéu Nhom

e BO tri moi ngudi vao nhom nhu thé nao

Bao nhiéu Nhém?

Néu lam viéc v6i nhiu Nhém Scrum kho khan nhu thé, thi tai sao chung ta lai ban tdm? Tai sao
khong dé moi ngudi chi trong cting mot Nhom thoi?

Nhém Scrum 16n nhét ching t6i ¢6 nam trong khoang 11 ngudi. Nhom van hoat dong duoc, nhung
khong t6t 1am. Budi hop Scrum Hang ngay sé kéo dai qua 15 phat. Cac thanh vién Nhom khong
biét nhitng thanh vién khic trong Nhém dang lam gi, do d6 sé dan dén nham 1an. Rat kho dé
Scrum Master giit cho tat ca cac thanh vién bam sat muc tiéu, va kho dé bé tri thoi gian giai quyét
tat ca nhitng trd ngai ma moi nguoi gap phai.

Mot giai phap thay thé 1a chia thanh hai Nhém. Nhung cai d6 co tot hon khong? Khong nhét thiét
phai nhu vay.

Néu Nhom da c6 kinh nghiém va quen voéi Scrum, c6 mét cach 16-gic chia 19 trinh (roadmap)
thanh hai phan riéng biét, ca hai phan nay khong lién d6i téi cing ma ngudn, y t6i mudn noéi day 1a
mot y tudng tdt dé chia nhom. Néu khong duoc, toi s€ xét tdi viéc gdp thanh mot nhom, mac du co
nhiéu nhuge diém khi nhém 16n.

Kinh nghiém cta t6i 13 nén c6 mot vai nhom 16n thi s& t6t hon 1a c6 nhiéu nhém nho ma phai gitr
cong vigc lién doi nhau. Chi chia thanh cdc nhom nhé khi chiung khong lién déi cong viée voi
nhau!
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Nhém ao
Lam thé nao ban biét minh da quyét dinh dung hay sai khi xem xét “nhém 16n” v6i “nhiéu nhom™?
Néu ban gilr cho doi mét va doi tai minh ludn mé ban c6 thé nhan ra hinh thire “nhém 40”.

Vi du 1: Ban Iya chon c6 mot nhém 16n. Nhung khi ban bat dau quan sat moi nguoi néi chuyén
v6i nhau trong Sprint, ban nhan thdy Nhom c6 phan chia thanh hai nhém nhé hiéu qua.

Nhém Scrum

o
Be
o
Be

Vi du 2: Ban lya chon c6 ba nhém nho hon. Nhung khi ban quan sat moi ngudi néi chuyén véi
nhau trong sudt Sprint, ban nhan thdy nhém 1 va nhom 2 néi chuyén véi nhau trong sudt thoi gian,
trong khi nhom 3 lam viéc tach biét.

Nhom Scrum 1 Nhom Scrum 2 Nhom Scrum 3

866 855 888
SISISPARSISISPIRSISIGE

Didu d6 c6 nghia 1a gi? Piéu d6 c6 nghia chién lugc chia nhom ciia cac ban da sai ching? Pung,
néu cac nhom ao duong nhw cur nhu vay subt. Con sai, néu nhom 4o chi tam thdi nhu vay.

Nhin lai vi du 1. Néu hai nhém a0 c6 xu huéng thay dbi mot 1an trong mét thoi gian (vi du, moi
ngudi chuyén qua lai gitta cdc nhom 4o) thi ¢ thé ban da quyét dinh ding khi dé ho & mot Nhom
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Scrum duy nhét. Néu hai nhém 4o van ctr nhu vay trong subt toan bd thoi gian cta Sprint, c6 thé
ban s€ phai nghi dén viéc chia ho thanh hai nhém Scrum thuc su & Sprint tiép theo.

Bay gio nhin lai vi du 2. Néu nhom 1 va nhém 2 (khéng c¢6 nhom 3) trao doi véi nhau trong sudt
ca Sprint, ban c6 thé mudn két hop nhém 1 va 2 thanh mot nhom trong Sprint tiép theo. Néu nhom
1 va 2 trao d6i v6i nhau nhiéu trong subt nira dau Sprint va sau dé6 nhém 1 va nhom 3 trao ddi véi
nhau trong sut ntra cudi cua Sprint, thi ban nén xem xét viéc két hop ca ba nhom doé thanh mat,
hodc van giit ho nhu vay & ba nhom riéng biét. Mang cau hoéi d6 ra ban trong budi Hop Cai tién
Sprint va dé cho cac nhom ty quyét dinh.

Vi¢c chia nhom 1a mét trong nhiing phén viéc thuc sy kho cia Scrum. Pung nghi qua nhiéu hodc
t8i wu hoa nhirng thir qua kho. V& mit kinh nghiém, hay chiu khd quan sat cac nhom 4éo, chic chin
ban danh thoi gian dé thao luan vé cac hinh thirc nay trong cac budi hop cai tién. Khong sém thi
mudn ban s& tim ra giai phap dung cho tinh hudng cu thé cta ban. Piéu quan trong 13 cic nhom
phai cam thay thoai mai va khong dAm chan 1én cong viéc ctia cac nhom khac qua thuong xuyén.

Kich c& nhom t6i wu

Hau hét cac cudn sach t6i doc cho rang kich ¢& "tdi wu” ciia nhém nam dau d6 trong khoang tir 5
dén 9 nguoi.

Tir nhitng gi t6i thiy t6i bay gid toi chi co thé noi 1a toi ddng y. Mic du t6i mudn néi 1a tir 3 dén 8
ngudi. Thuc té, toi tin rang s& phai don nhan mot vai that bai thi nhém méi rat ra duogc két luan vé
kich c& do.

Gia st ban c6 mot nhom Scrum 10 nguoi. Hiy xem xét viéc loai ra khoi nhom hai nguoi yéu nhét.
Piéng tiéc, toi da néi vay dung khong?

Gia thiét ban c6 hai san pham khac nhau, véi mot nhém 3 nguoi phét trién mot san pham, va cé hai
nhém tién trién qua cham. Mot ¥ tuong t6t 1a c6 thé néu gop ho lai thanh mot nhom 6 nguoi chiu
trach nhiém phét trién ca hai san pham. Trong tinh hudng d6 hiy dé mot trong hai Product Owner
ra di (hodc dé anh y giit vai tro ¢6 van hay dai loai mot cai gi do).
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San phdimA+B |

Q .

Product Owner

64848 |

Gia thiét ban c6 mot nhom Scrum 12 ngudi, boi vi co s¢ mi ngudn ¢ trong trang thai 1on xon,
khong c6 cach nao dé 2 nhém riéng biét lam viéc trén san pham d6 mot cach doc 1ap. Hay danh
nhitng nd lyc nghiém tic vao viéc sira co s& ma ngudn (thay vi xay dung thém céc tinh ning moi)
cho t6i thoi diém ban c6 thé chia tach nhom. Viéc dau tu cong stic nay sé co thé s& phai tra gia kha
kha day.

Do6ng bo hay khéng doéng bd cac Sprint?

Gia str ban c6 ba nhém Scrum ciing phat trién mot san pham. Cac Sprint cta ho ¢6 nén dugc dong
b6 hay khong, vi du bat dau va két thic cing nhau? Hay nén dé chung gdi nhau?

Huéng tiép can dau tién ciia chung t6i 1a dé cac Sprint gdi nhau (twong tng thoi gian).

Nhém A Sprint A1 \ Sprint A2 [ Sprint A3
nome [ . B o e
Nhém C ' Sprint C1 | | Sprint C2 | | Sprint C3

Déng théi gian Fiee-
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Diéu nay nghe c6 vé tét dep. Tai bét ctr thoi diém nao s& c6 mot Sprint dang dién ra va di dén hoi
két, va c6 mot Sprint méi bat dau. Khéi lugng cong viéc cia Product Owner s€ dugc trai déu theo
thoi gian. Lién tuc c6 cic ban phat hanh ctia hé thong. Tudn nao ciing demo. Qua ngon lanh!.
Vang, t6i biét, nhung thuc su diéu d6 da rat thuyét phuc vao thoi diém do!

Chung t6i da chi bét dau lam theo cach nay cho dén mot ngdy t6i c6 co hdi dé nodi chuyén véi Ken
Schwaber (trong mét 1an hoc laychimg chi Scrum). Ong 4y d chi ra rang ddy 1a mot ¥ tudng £6i,
t6t hon nhiéu 1a hiy ddng bo cac Sprint. Toi khong nhé chinh xac 1y do 6ng Ay dwa ra la gi, nhung
sau mot vai thao luan t61 da bi thuyét phuc.

Nhém A ‘ Sprint 1 ‘ ‘ Sprint 2 ‘ ‘ Sprint 3 ‘
MemB [ sprnt1 | I stz || T I
Nhém C ‘ Sprint 1 ‘ ‘ Sprint 2 ‘ ‘ Sprint 3 ‘

Déng théi gian s

Day 1a giai phap chung t6i di timg str dung, va chua timg hdi tiéc vé nd. Toi s& khong bao gid biét
néu chién lugc dé Sprint gdi nhau c6 thit bai hay khong, nhung t6i nghi vay. Uu diém cua cac
Sprint dugc dong bo hoa 1a :

e (6 thoi diém ty nhién dé sap xép lai cic nhoém — giita cac Sprint! Vi cac Sprint gbi dau,
khong c6 cach nao dé sip xép lai cac nhém ma khong anh hudng dén it nhat mot nhom &
gitra Sprint.

e Tat ca cac nhom c6 thé lam viéc hudng téi cing muc tiéu trong Sprint va thyc hién cac
budi hop 1ap ké hoach cho Sprint cting nhau, diéu d6 dan tdi viéc cong tac tot hon giita cac
nhom.

e [t cong stc quan tri hon, vi du: it cac cudc hop lap ké hoach Sprint hon, it budi demo
Sprint va phat hanh hon.

Tai sao chung téi dwa thém vai tro “lanh dao nhém”

Gia str chung t6i c6 mot san pham dugc phat trién boi ba nhom.
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Biéu tugng d6 véi ky hiéu P ¢ hinh trén 1a Product Owner. Cac biéu tuong den véi ky hiéu S 1a
Scrum Master. Cac hinh con lai twong tng 1a céc thanh vién Nhém dang kinh.

V6i phan bd nhu vy, ai 12 nguoi quyét dinh ai s& nam ¢ nhém nao? Product Owner? Ba Scrum
Master cung nhau quyét? Hay moi ngudi tw chon nhém cho minh? Nhung vay chuyén gi s& xay ra
néu moi ngudi mudn cing & nhom 1 (béi vi Scrum Master nhém 1 ¢6 vé hay hon)?

Néu sau nay c6 nhimng 1y do thay rang thuc sy khong thé c6 nhiéu hon hai nhém cing 1am viéc trén
cling co s& Ma ngudn nay, khi d6 chiing t6i can chuyén thanh hai nhém 9 ngudi thay vi ba nhom 6
nguoi. Diéu d6 cb nghia con 2 Scrum Master. Vi vdy, mot trong s6 3 Scrum Master hién tai sé& tir
bo vai tro ciia minh?

Trong nhiéu cong ty day s& 1a nhiing van dé kha nhay cam.

Hay dé cho Product Owner quyét dinh viéc phan bd va thuyén chuyén moi ngudi. Nhung d6 c6
phai thuc sy 1a viéc lam dung trach nhi¢ém cia Product Owner khong? Product Owner chuyén vé
mot linh vuc, nguoi s€ ndéi véi nhom dinh huéng ma ho nén theo. Anh ta s€ khong thuc sy phai
dinh dang gi dén nhitng chi tiét ngdc ngach, dic biét vi anh ta chi 1a “ga” (néu ban di timg nghe
hinh anh an du vé ga va lon, néu khong hiy tim trén Google cum tir “chickens and pigs”).

Chuing t6i da giai quyét van dé nay bang cach dua thém mat vai tro 13 “lanh dao nhom”. Piéu nay
tuong ng v4i cai ma ban c6 thé goi 1a “Scrum Master ciia Scrum” hay “6ng chu” hay “Scrum
Master chii chdt”, v.v. Anh ta khong phai lanh dao bat cr nhom nao, nhung anh ta chiu trach
nhiém vé cac van dé lién nhom chéng han ai s€ 1a Scrum Master cua nhom, cach moi ngudi s€
duoc chia vao cac nhém, v.v.

Chung t6i di c6 thoi diém kho khin dé di t6i thong nhat vé cai tén hop 1y cho vai tro nay. “Lanh
dao nhom” 14 tén hop 1y nhat ma chiing toi c6 thé goi.
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Giai phap nay da phat huy hiéu qua tot ddi voi ching ti va ti c6 thé khuyén nghi ban nén thuc
hién diéu nay (bat ké ban quyét dinh goi vai tro nay 1a gi).

B6 tri nhirng thanh vién vao cac nhém nhw thé nao

C06 hai chién lugc phd bién cho viée bd tri thanh vién vao cac nhom, khi ban c6 nhiéu nhoém phat
trién ciing mot san pham.

e Hiy dé mot nguoi duoc chi dinh thuc hién viéc b6 tri, vi du “lanh dao nhém” ma t6i da dé
cap ¢ trén, Product Owner, hay gidm doc chirc nang (néu anh ta tham gia day du de co the
dua ra cac quyét dinh tot ¢ day).

e Haiy dé cac nhom ty chia bang cach nao day.

Chung t6i da thir nghiém bang ca ba cach. Ba cach? Dung thé. Chién luoc 1, chién luogce 2 va két
hop ca hai.

Chuing t6i da nhéan thay viéc két hop ca hai 1a tot nhat.

Trudc budi hop 1ap ké hoach Sprint, lanh dao nhom triéu tap cude hop phan bo thanh vién nhém
cung v6i Product Owner va tat ca cac Scrum Master. Chung t6i n6i vé cubi Sprint va quyét dinh
néu bat ky viéc tai bo tri nao duoc dam bao. C6 1& ching t6i mudn két hop hai nhém, hoic duwa mot
vai nguoi tir nhém nay sang nhom khac. Ching t6i quyét dinh dwa vao mot vai tiéu chi va ghi né
ra goi la dé xudt phan bé nhém, cai dé chung t61 mang toi budi hop lap ké hoach Sprint.

Diédu dau tién ching toi thuc hién trong budi hop 1ap ké hoach Sprint 14 di tir cic cong viée c6 do
uu tién cao trong Product Backlog. Lanh dao nhom sau d6 s& ndi mot vai didu nhu:

“Chao moi ngudi, chiing t6i goi ¥ viéc phan bd nhom cho Sprint tiép theo nhu sau.

So b6 phan chia nhom

Nhém 1 Nhém 2 Nhém 3
-tom - goofy - minnie
- jerry - daffy - scrooge
- donald - humpty - winnie

- mickey - dumpty - roo
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“Nhu cac ban thdy, diéu nay c6 nghia 1a s& giam tir 4 nhém xudng con 3 nhém. Ching toi di co
danh sach cac thanh vién ciia timg nhom. Cac ban vui long tap hop lai va chon cho minh mot phan
btrc tuong.”

(lanh dao nhom doi trong khi moi ngudi di long vong trong phong, sau mot hdi s& ¢6 3 nhom, mdi
nhom dimg canh mot khoang tudng trong).

“Béy gid viéc phan chia nhom nay 1a so bg! N6 chi 1a diém khoi dau, dé tiét kiém thoi gian. Trong
qua trinh lap ké hoach Sprint ban c6 thé thoai mai di sang mdt nhom khac, chia nhém cia ban
thanh hai, két hop v61 nhom khac, hay bat ctr diéu gi. Str dung 1y tri cua cac ban dua vao cac thu tu
uu tién cua Product Owner.”

Pay l1a nhitng cong viéc tot nhit ma chung t6i da tim ra. Ban dau nén diéu khién & mot cap do tap
trung nhat dinh, tiép theo vé sau 13 t6i wu hoa phi tap trung & mot cap do nhat dinh.

Nhém chuyén biét — c6 hay khdong ?

Gia str cong nghé ctia ban gdom ba thanh phan chinh :

Client
Server

Co s& dir lieu

Va gia thiét ban c6 15 nguoi phat trién san phém nay, vi vay ban thuc sy khong muén thuc hién
voi duy nhat mot Nhom Scrum. Vay ban s€ tao ra cac nhém nhu thé nao?
Hwéng 1: cac nhém chuyén biét vé tirng thanh phan

Mot hudng 1a tao ra cac nhém chuyén biét tung thanh phén nhu mét “nhém Client”, mot “nhém
Server”, va mdt “nhoém Co sé dir liéu”.
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Nhém Scrum 3

("Nhom CSDL™) Co s& dir liéu
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Pay la céch ching t6i di bat dau. Khong hiéu qua 1am, it nhat 1a khong tt khi ma hau hét cac
story lién quan t&i nhiéu thanh phan.

Vi du gia st chung toi c6 mot story cé tén “bang thong bao noi ngudi dung co thé giri thong diép
cho nhau”. Chirc ning bang théng bao nay s& lién quan t6i viéc cap nhat giao dién nguoi ding dbi
v6i khach hang, thém 16-gic ddi véi server, va bd sung mot sb bang trong co so dit lidu.
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C6 nghia 1a tat ca 3 nhom — Nhém Client, Nhom Server, va Nhom Co so dir liéu — phai cong tac dé
hoan thanh story nay. Khéng nhu mong doi.
Hwéng 2: Cac nhém lién thanh phan.

Hudng thi hai 13 tao cac Nhom lién thanh phan, tirc 1a cac nhom khong gin véi bat ky thanh phan
cu thé nao.
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Néu nhiéu story cua ban lién quan toi nhiéu thanh phﬁn, kiéu chién lugc chia nhom nay s lam viéc
t6t hon. MGi nhom c6 thé trién khai toan bo story bao gdm cac phan client, cic phan server, va cac
phan co s& dir liéu. Do d6 cac nhom c6 thé 1am viéc doc 1ap voi nhau hon, d6 1a mot thir tot dep.

Mot trong nhiing diéu dau tién chung t6i da lam khi budc dau trién khai Scrum 1a giai tan cac
nhoém chuyén biét vé timg thanh phan dang ton tai (huéng 1) va tao ra cac nhom lién thanh phan
v6i nhau dé thay thé (hudéng 2). Pidu nay giam bt mot sb trudng hop kiéu “chung t6i khong thé
hoan thanh cong viéc nay bdi vi chiing t61 dang doi cac vi & nhom server thuc hién phﬁn viéc cla
ho.”

Tuy nhién, d6i khi ching t6i tam thoi xay dung cac nhém chuyén biét vé timg thanh phan khi co
nhu cau thue sy can thiét.
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Co tai sap xép lai cac nhéom giira Sprint hay khéng?

Mbi Sprint thuong khac nhau kha nhiéu, phu thudc vao cac loai story c6 do uu tién hang dau tai
mot thoi diém cu thé. Két qua 13, viée thiét 14p nhom sao cho téi wu c6 thé khac nhau ddi voi mdi
Sprint.

Trong thuc té, hdu hét tat ca cac Sprint ching toi déu nhan thdy mot s6 thir dai khai nhu “Sprint
nay thuc sy 1a mot Sprint khong binh thuong baoi vi (bla la bla) ... Sau mét thoi gian chung t6i da
dwa ra khai niém Sprint “binh thudng”. Khong c6 cac Sprint binh thuong. Gidng nhu vay khong 6
cac gia dinh “binh thuong” hay con ngudi “binh thuong”.

Mot y tudng hay d6 1a mot Sprint ¢6 thé c6 mot nhoém chuyén vé phan khach hang, gdm tat ca moi
ngudi hiéu rd vé co s& ma ngudn khéach hang. Sprint tiép theo c6 thé cé y hay dé c6 hai nhém lién
thanh phan va chia nhitng ngudi chuyén vé phan khach hang giita nhitng nhém do.

Mot trong nhitng khia canh quan trong ctia Scrum la “chat két dinh nhom”, tirc 12 néu mot nhom
1am viéc cung nhau qua nhiéu Sprint ho s& thudng tré nén rdt gan két. Ho s& hoc cach dé tham gia
vao ludng lam viéc cia nhém va dat mirc d6 ning suat dang kinh ngac. Nhung ciing phai qua vai
Sprint thi méi dat duoc diéu d6. Néu ban lién tuc thay doi cac nhém qua lai, ban s& khong bao gio
thue su dat duoc d6 gan két cao cia nhom.

Vi vay néu ban thuc sy mudn tai sép xép lai cac nhom, hay chic chin ban da xét dén cac hau qua.
Pay co phai 1a mot sy thay dbi ngin han hay dai han? Néu n6 1a thay doi ngin han hiy xét xem bo
qua né. Néu n6 1a thay doi dai han, ban hay tién hanh né.

C6 mot ngoai 1& khi 1an dau tién ban trién khai Scrum véi nhém 16n. Trong trudng hop nay co 18
c6 chat thr nghiém véi viéc chia nhdm nho cho téi khi ban nhan ra mot vai tht ma moi ngudi
thoai mai véi né. Can phai chic chan 1a moi ngudi hiéu rang ho khong phai qua lo ling vé nhiing
sai sot trong mot vai 1an dau, mién 1a ban tiép tuc cai tién.

Cac nhan vién ban th&i gian

Toi chi co thé cong nhan rang nhitng didu ma cac cudn sach Scrum néi — viée ¢ cac thanh vién
lam vi€c ban thoi gian (part-time member) trong nhém Scrum nhin chung khong phai 1a y tuong
hay.

Gia st ban dua Joe nhu mdt thanh vién lam viéc ban thoi gian vao Nhom Scrum cua ban. Pau tién
hay suy nghi can than. Ban c6 thuc su can Joe trong Nhom cua ban? Ban chic chin ban khong thé
dé nghi Joe 1am toan thoi gian? Cac cam két khac cuia anh ta 1a gi? C6 ai khac c6 thé tiép quan cac
cam két cta Joe va dé Joe dam nhan vai tro hd tro, thu dong hon ddi v&i cam két d6? Joe co thé
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tham gia nhom cua ban toan thoi gian tir Sprint tiép theo khong va trong thoi gian 1am viée cac
trach nhiém khac cta anh 4y c6 thé chuyén giao cho ai khac hay khong?

D6i khi ching c6 cach nao duoc dua ra ca. Ban rit can Joe béi vi anh 4y 1a DBA *°duy nhét trong
cong ty, nhung that té 1a nhitng nhom khac ciing can anh 4y, vi thé anh 4y s& khong bao gio danh
toan thoi gian cho nhom ctia ban, va cong ty khong thé thué thém DBA. Tét thoi. Do 1a 1y do hop
1y dé anh 4y lam viéc ban thoi gian (day 1a tinh hudng chinh xac di xdy ra voi chung t61). Nhung
hay chic chin ban thuc su tinh toan diéu nay mdi khi thyc hién.

Nhin chung t6i thich mdt nhom c6 3 nguoi [am vi¢e toan thoi gian hon nhém cé 8 nguodi lam vige
ban thoi gian.

Néu ban c6 mot ngudi s& chia thoi gian ciia anh ay cho nhiéu nhom, gidng nhu trudng hop DBA
dé cap & trén, mot y hay 1a van dé anh ta 1am viéc chinh cho mot nhom. Tim ra nhom ndo cin anh
ta nhat va coi nhém d6 1a “ddi nha” ctia anh 4y. Khi khong ai khac kéo anh 4y ra, anh 4y s& tham ra
céc budi Hop Scrum Hang ngay, cac budi Hop Ké hoach Sprint, cac budi hop Cai tién Sprint, v.v.
cua nhém do.

Chung t6i thwe hién hop Scrum-ctia-cac-Scrum nhw thé nao

Scrum-ctia-cac-Scrum co ban 13 budi hop thuong ky noi tat ca cac Scrum Master tap hop dé trao
doi.

Tai mot thoi diém ching t6i ¢6 bon san pham, ¢ d6 chi co ba san pham c6 mot Nhom Scrum riéng,
va san pham cudi cing c¢6 25 ngudi dugc chia vao vai Nhom Scrum. Vi du nhu sau:

SanphdmA = SanphdmB = SanphdmC

888 886 (844

1* DBA: Database Administrator = chuyén vién quan tri co sé dir liéu. Di véi mot s6 cong ty chuyén gia vé DBA
thuong khong doi dao, do d6 phirc tap clia cong nghé hodc do chi phi. Do vy, DBA thudng 1a ngudn lyc chia sé cho
cd cong ty.
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San pham D

866 866|888 | 844
688 6848|688 688

Diéu nay c6 nghia chung toi c6 hai cap do Scrum-ciia-cac-Scrum. Chung tdi ¢6 mot Scrum-ciia-
cac-Scrum ¢ “murc san phdm” bao gom tat ca cic nhom thudc San pham D, va mot Scrum-ciia-Cac-
Scrum véi “mirc cdng ty” gom tat ca cac san pham.

Hop Scrum-cua-cac-Scrum mirc san pham

Budi hop nay rat quan trong. Chung t61 thyc hién né6 mot 14n mot tuan, thinh thoang thi thuong
xuyén hon thé. Chung t6i tién hanh thao luan cac van dé lién quan, cic van dé can bang nhém, cic
chuan bi cho budi hop ké hoach Sprint tiép theo, v.v. Ching t6i da danh 30 phat dé thuc hién viéc
nay nhung thuong xuyén bi qua gid. Mot cach khac thay thé 1a s& c6 budi Scrum-ctia-cac-Scrum
hang ngay nhung chiing tdi chua bao gid thir diéu nay.

Chuong trinh budi hop Scrum-cta-cac-Scrum ctia ching toi 13

1. Ban tron, tit ca moi ngudi md ta nhing gi ma nhom cta ho da hoan thanh tuan trudc,
nhirng gi ho 1é€n ké hoach hoan thanh cho tuan nay va ho gap nhirng kh6 khan, tré ngai gi.

2. Bat ctr van dé gi khac c6 tinh chat lién nhém can phai dugc dua ra, vi du céc van dé tich
hop.

Chuong trinh lam viéc cu thé cua budi Scrum-cua-cac-Scrum khong thuc su quan trong véi toi,
diéu quan trong 12 ban c6 cac budi hop Scrum-ciia-céc-Scrum thuong ky.

Hop Scrum-cua-cac-Scrum murc cOng ty

Chung t61 goi cudc hop nay la “Nhip dap” (The Pulse). Ching t61 da thuc hi¢n cudc hop nay véi
cac dang khac nhau, v6i nhiéu nguoi tham gia khac nhau. Gan ddy ching t6i da hoan toan bo khai
niém nay va thay thé no véi cudce hop toan thé hang tuan (tit ca moi nguoi lién quan dén viéc phat
trién san pham). Budi hop dién ra trong 15 phiit.

Gi co? 15 phut? Toan thé? Tat ca thanh vién ciia tit cd cac nhom cuia tat ca cic san pham? Diéu d6
¢6 thuc hién ndi khong?
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Dung thé, ban (hodc bat ctr ai to chirc cudc hop) cd thé lam duoc néu nghiém chinh tuan tha quy
tac giit cho cudc hop ngin gon.

DPinh dang cta cudc hop nay la:

1. Céc tin tirc va céac cap nhat tir truong bo phan phat trién. Vi du, thong tin vé céc su kién sép
to1l.

2. Trinh bay lan luot theo vOng. Mot ngudi tir mdi nhém san pham bao cdo nhiing gi ho da
hoan thanh tuan trudc, nhiing gi ho 1€n ké hoach hoan thanh tuan nay va céc kho khan. Mdt
vai ngudi khac cling tham gia bao cao (I1anh dao CM, lanh dao QA, v.v.).

3. Bét ky ai khac ciing dugc tu do bo sung thong tin va dua ra cac cau hoi.

Pay la dién dan dé tom tit thong tin, chir khong phai dé thao luan hay chi trich. Bang cach duy tri
nhu vy, 15 phat thuong 1a du dé 1am viéc. Poi khi chung toi vuot qué thoi gian quy dinh, nhung
hiém khi nao téng thoi gian vuot qué 30 phat. Néu céc thao luan tha vi duoc néu ra, toi tam dung
ho lai va moi nhitng nguoi quan tdm & lai sau budi hop va tiép tuc thao luan.

Tai sao chiing toi thyuc hién cudc hop toan thé nhu thé? Bai vi chung t6i nhan thiy ring cac budi
Scrum-ctia-cac-Scrum toan thé cha yéu 1a vé viée béo cao. Chiing toi hiém khi ¢ cac thao ludn
thuc sy trong nhom nay. Thém vao d6, nhiéu ngudi khac bén ngoai nhom bi d6i vé cac loai thong
tin kiéu nay. Co ban, cic nhém mudn biét nhiing gi cac nhom khac dang lam. Vi vay ching toi
thdy rang néu chung t6i tiép tuc hop va mat thoi gian thong bao cho timg ngudi vé nhitng gi nhom
khac dang lam, vay thi tai sao lai khong dé tat ca moi nguoi tham gia.

DPan xen Hop Scrum Hang ngay

Néu ban c¢6 nhiéu Nhom Scrum cung trién khai mét san pham, va tt ca ho thuc hién hop Scrum
Hang ngay cting mot thoi gian, ban gip phai vin dé. Product Owner (va nhiing nguoi to mo nhu
t6i) mot ngdy chi c6 thé tham gia Hop Scrum Hang ngay ctia mot nhom.

Vi vay chung t6i dé nghi cac nhom tranh c¢6 cac budi Hop Scrum Hang ngiy ciing mot thoi diém.
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Phong 1
9:00]Nhém 1 Phong 2
9:15 Nhoém 2
9:30|Nh6m 3
9:45 Nhom 4
10:00] Nhém 5

Mau lich hop & trén 1a khi chiing t6i ¢6 cac budi Hop Scrum Hang ngay tai phong riéng, chir khong
phai trong phong lam viéc cia nhém. Cac cudc hop thuong 1a 15 phiit nhung mdi nhém cd mot
khoang 13 30 phit trong phong dé phong khi vuot qué thoi gian.
Diéu nay vé cung hitu ich Vi hai ly do.
1. Moi nguoi thich Product Owner va ban than toi ¢6 thé tham gia tat ca cac budi Hop Scrum
Hing ngdy vao mot budi sang. Khong ¢ cach nao hay hon dé c6 hinh anh chinh xac vé nhiing
gi dang dién véi Sprint va cac nguy co chinh 1a gi.
2. Cac nhdém co thé tham gia cac budi Hop Scrum Hang ngay ctia cic nhoém khac. Khong xay
ra thuong xuyeén, trong mdt khoang thoi gian nao do hai nhom lam viée trén cung mot linh vuc,
vi vy vai thanh vién nhay sang cac cudc Hop Scrum Hang ngay ctia nhom khac dé dong bo
hoa cong viéc.
Nhuoc diém 1a it tw do hon ddi véi nhém — ho khong thé chon bt cir thoi diém nao ho thich dé
Hop Scrum Hing ngay. Du vay day thuc su khong phai 13 van dé d6i véi chiing toi.

Cac Nhém chira chay

Chung t6i gap tinh hudng tai d6 mot san pham 16n khong thé phit hop véi Scrum béi vi nd mat rat
nhiéu thoi gian chita chay, tirc 1a phai stra 151 trén cac hé thong phat hanh voi. Pay qua thyc 1a mot
vong luan quén, ho qua ban v&i cong viée chita chay nén ho khong co thoi gian chii dong thyc hién
viéc phong chdy (tirc 1a cai tién thiét ké, ty dong hda kiém thir, tao cac cong cu theo ddi, cac cong
cu canh béo, v.v.).

Chung to1 da gia quyét van dé nay béng cach tao ra mdt nhom lam nhi€ém vu chira chay, va mot
Nhom Scrum.
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Cong viéc cia Nhom Scrum (v6i phuc lanh ctia Product Owner) ¢b ging dé 6n dinh hé thong va
phong chay mét cach hi¢u qua.

Nhom chita chay (ching t6i goi ho 1a “hd tro” thuc su) ¢o hai viéc.

1. Chira chay

2. Bao vé Nhém Scrum khoi tit ca cac nhiéu loan, bao gon nhirng tht nhu loai bd cac yéu cau
tuy himg ma khong xuat phat tir dau ca.

Nhom chita chay dugc dat gﬁn ctra nhat, Nhom Scrum duge dit phia sau can phong. Vi vay Nhém
chita chay c6 thé bao vé vat 1y thuc sy Nhém Scrum khoi cac nhiéu loan nhu sy ham hé ciia nhan
vién kinh doanh hay cac khach hang dang nong gian.

Céc nha phat trién cao cip dugc dit ca ¢ hai nhom, do d6 mot nhoém khong bi qua phu thude vao
nang lyc cbt 13i tir cac nhom Khéc.

Day co ban 1a mot sy nd lyc dé giai quyét van dé khoi sy voi Scrum. Lam thé nao ching toi bt
dau thuc hién Scrum néu nhom khong c6 co hoi lap ké hoach cong viéc cua ho nhiéu hon mot
ngay tai mot thoi diém? Nhu da noi, chién luge cua chung t6i 1a chia thanh cac nhom.

Diéu nay mang lai hiéu qua kha t6t. Do Nhom Scrum duoc dua vao phong lam viéc mot cach chu
dong, cudi cung ho c6 thé on dinh duge hé thong. Trong khi 4y nhom chira chay hoan toan bo
dugc khai niém vé kha nang 1ap ké hoach trude, ho hoan toan 1am viéc mot cach phan xa, chi sta
bat cir cac van dé bat thinh linh xuat hién tiép theo.

Tat nhién, Nhém Scrum khong hoan toan 1a thoat duoc cic nhidu loan. Thudng nhom chita chay
phai lién hé v6i nhiing nguoi quan trong trong Nhom Scrum hodéc t€ hon la toan nhom.

Dul sao, sau d6i ba thang h¢ thong du d6 6n dinh dé chiing ta c6 thé hity bo nhom chira chay va tao
thém Nhom Scrum dé thay thé. Nhitng ngudi chita chay kha vui vé t6i cong vién dap bo “mii bao
hiém” va tham gia Nhém Scrum.

Chia nho Product Backlog nén hay khéng nén?

Gia st ban ¢6 mot san phém va hai Nhom Scrum. Ban nén c6é bao nhiéu Product Backlog? Bao
nhiéu Product Owner? Chung t6i da thir nghi€ém ba mo hinh. Lya chon mo hinh hi€u qua dua vao
cac két qua ctia budi hop ké hoach Sprint.

Chién lwoc 1: Mot Product Owner, mét Product Backlog

Pay 1a mo6 hinh “Chi c6 mgt”. M6 hinh nay 1a mo hinh wa thich ctia ching t6i.
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Piém tha vi cia mo hinh nay la ban co thé cac nhom tu xay dung dua trén cac hang muc hién tai
duoc Product Owner dit vu tién cao. Product Owner c6 thé tap trung vao nhitng thir anh ta can, va
dé nhom quyét dinh cach phéan chia cong viéc.

San pham A

-8

Product
Product ownar

Backlog

388/888
18646/688

Cu thé hon, day la cach ma budi hop ké hoach Sprint dién ra.
Cudc hop ké hoach Sprint td chirc & trung tdm hdi nghi & bén ngoai.

Trude budi hop, Product Owner chon mét birc tuong dé 1am “burc tuong Product Backlog” va dat
c4c story 1én do (cac thé chi muc), sap xép theo do wu tién. Anh ra cir dat cac story nhu thé cho dén
khi birc twong duge phu kin, thudng thi nhidu cong viéc s& nhiéu hon dé 1am trong mot Sprint.
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M&i Nhém Scrum chon mét khoang tuong trong cho nhém minh va ghi tén nhém ciia minh 1én do.
Cai d6 goi 1a “blrc tudong nhoém”. MSi nhom sau d6 nhit cac story tir burc tudng Product Backlog,
bét dau tir cac story c6 do wu tién hang dau va kéo cac thé chi muc vao birc tuong ctia nhém minh.

Duéi ddy 1a hinh anh minh hoa, v&i mili tén mau vang ky hiéu cho ludng cac thé chi myc chira
story tur bure tuong Product Backlog tgi bure tuong ctia nhom.
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Nhom 1

Product

6Nh6m 4

Khi budi hop dién ra, Product Owner va cic nhom thuong thao voi nhau vé cac thé chi muc, di
chuyén né gitra cac nhom, di chuyén chiing 1én va xubng dé thay doi do wu tién, chia chung thanh
cac cong viéc nho hon v.v. Sau mot gio hodc hon, mdi nhém c6 phién ban du thao dau tién cia
Sprint Backlog trén tuong ciia nhom. Sau dé cac nhom lam viée doc 1ap, thuc hién viéc udc dinh
thoi gian va chia thanh cac nhiém vu.
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Viéc nay rat hdn loan va 16n x0n, nhung ciing kha hiéu qua, vui vé. Khi hét thoi gian, tit ca cac
nhom thudng ¢ da thong tin dé bit dau Sprint cia ho.

Chién lwoc 2: M6t Product Owner, nhiéu Product Backlog

Trong chién lugc nay, Product Owner duy tri nhidu Product Backlog, mdi Product Backlog cho
timg nhom. Chiing toi thuc sy chua thir qua cach tiép can nay, nhung chiing toi da tién rat gan téi
n6. Vé co ban day 1a ké hoach du phong trong trudng hop céch tiép can thir nhét that bai.

Nhuge diém cua chién Iuoc nay 1a Product Owner s& phai phan bd cac story cho cac nhém, cong
viéc co thé dugc lam tot hon boi cac nhom.
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San pham A

&

Product
Product owner Product
Backlog Backlog

8&6 888
1888/888/

1]

Chién lwoc 3: Nhiéu Product Owner, méi nguwi s& hivu mét Product Backlog

Chién luoc nay giéng nhu chién luge thir 2, mét Product Backlog cho mét nhom, nhung ciing c6
mot Product Owner riéng cho tirng nhom!.

2 (1111
B
2 (111l
B

Product Product

Product SWNEF Product —

Backlog Backlog

16488 886
1668/86861

Chuing t61 khong thuc hién cach nay, va cé 1€ khong bao gio ching t6i s€ thuc hién nhu vay.

Néu ¢6 hai Product Backlog lién quan tdi cung co s& ma ngudn, diéu ndy c6 thé giy 1én cac xung
dot nghi€ém trong vé loi ich gitta hai Product Owner.
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Neéu c6 hai Product Backlog li€n quan hai co s& ma nguon riéng biét, di€u nay co ban giong nhu

viéc chia toan bd san phém thanh cac san phérn con va thyc hién chiing mot cach doc lap. Diéu nay
c¢6 nghia ching t6i quay tré lai tinh huéng mot nhém mot san pham, day la cach hay va dé dang.

Phan nhanh ma nguén

Véi nhidu nhém lam viée trén ciing mot co s& ma ngudn, ching t6i chic chin phai dbi phé véi
viéc phan nhanh mi ngudn trong hé théng SCM 17(Quéln 1y céu hinh phan mém — software

configuration management). C6 nhiéu sach va bai viét néi vé cach nhidu ngudi lam viée voi cing
co s& md nguodn, vi vay t6i khong dé cap chi tiét ¢ day. Toi khong co didu gi méi hay c6 y tudng
cach mang nao dé bd sung vao cac cach di duge mo ta d6. Tuy nhién t6i s& tom tat mot vai bai hoc
quan trong nhat ma cic nhom ctia chung t6i da hoc duoc cho téi nay.

Nghiém chinh bam theo ludng chinh véi trang thai nhat quan. Diéu nay c6 nghia, it nhat,
moi thir s& bién dich va cac kiém thir don vi s& dat. C6 kha ning tao ra cac ban phat hanh
chay tt tai bat cir thoi diém nao. Tot hon 1a xdy dung hé thong build lién tyc va ty trién
khai 1&n mot méi truong kiém thir mi dém.

Déanh diu mdi 1an phat hanh. Bat ctr khi nao ban phat hanh dé kiém thtr chdp nhén, chic
chin c6 mot thé danh du vao lué)ng cong vi¢c chinh dé xac dinh chinh xéc cai gi da dugc
phat hanh. Piéu d6 c6 nghia ban c6 thé trd lai va tao cac nhanh bao tri vao bat ctr thoi diém
nao trong tuong lai.

Tao cic nhanh mdi chi khi can thiét, mot quy tic tot vé viéc nay 1a chia nhanh cac dong ma
ngudn méi chi khi ban khong thé sir dung cac dong ma ngudn dang c6 ma khong vi pham
chinh sach vé dong ma nguén. Khi gap van dé, dimg chia nhanh. Tai sao? Boi vi mdi hanh
dong chia nhanh s& mat cong quan 1y va ting do phirc tap.

Str dung cac cach chia nhanh chu yéu dé tach biét cac vong doi khac nhau. Ban ¢ thé hoic
khong thé quyét dinh c6 viéc mdi Nhom Scrum viét mi theo cic dong ma cua chinh ho.
Nhung néu ban két hop cac ban stra 16i ngan han voi cac thay doi dai han trén cing dong
ma ngudn, ban s& thiy rat kho dé phat hanh cac ban sira 16i ngén han!

7 SCM = Software Configuration Management: cac phan mém co ban hd trg nhom phat trién quan li dwoc sy thay doi
trong phan mém. Do6i khi SCM duge goi khong ding véi cai tén 1a Hé quan 1i phién ban (Revision Control System).
Céc SCM phd bién hién nay 1a SVN, Git, CVS v.v.
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e Thuong xuyén dong bd. Néu ban dang 1am viéc trén cach nhanh, dong bd véi dong chinh
bat ctr khi ndo ban c6 mot ban build. Hang ngay khi ban lam viéc, hiy dong bo tir dong
chinh vé nhanh cua ban, dé nhanh cua ban dugc cap nhat ung voi céac thay ddi cua céac
nhom khac. Néu diéu nay 1am ban mét méi thi hiy chip nhan thtc té rang s& con nhing
diéu toi té hon dang dén cho ban & phia trude.

Hop Cai tién nhiéu nhom

Chuing t6i thue hién cai tién Sprint khi ¢6 nhidu nhém cung triéu khai mot san pham nhu thé nao?

Ngay sau khi so két Sprint xong, sau nhitng trang vd tay, moi nhom di vao mot phong riéng cua
minh hodc mot noi nao dé thodi mai ngoai van phong. Ho thuc hién cac danh gid t61 mo ta kha
nhiéu & trang 81, “Chuing t6i Cai tién Sprint nhu thé nao”.

Trong sudt budi Hop Ké hoach Sprint (budi hop ma tit ca cac Nhém c6 mat, do chung t6i thuc
hién céc Sprint dd dugc dong bd héa véi mdi san pham), diéu dau tién chung t6i lam 1a dé mdi
nhém c6 mot nguoi phat biéu tom tit lai cic diém quan trong trong cac cai tién ctia ho. Mat
khoang 5 phiit cho méi nhom. Sau d6 chiing t6i mé cudc thao luan trong khoang tir 10 dén 20 phut.
Tiép theo chung t6i giai lao. Roi ching toi tiép tuc bat dau ké hoach Sprint thyc té.

Chung t6i da khong thir bt ky cach nao khac cho nhiéu nhom, cong viéc nay nhu thé 1a di tt roi.
Nhuoc diém 16n nhét 14 khong co thoi gian nghi ngoi sau phan cai tién Sprint, trudc khi phan hop
ké hoach Sprint (xem trang 87 “Quang nghi giita cac Sprint”).

Déi v6i cac san pham chi c6 mot nhom, chung t6i khong thuc hién bat clr tom tit cai tién nao trong
sudt budi hop ké hoach Sprint. Khong can thiét phai lam viéc d6, vi moi ngudi da tham gia budi
hop cai tién thuc té roi.
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Chung téi quan li cac nhém phan tan nhw thé nao

Chuyén gi s€ xay ra khi cac thanh vién trong nhoém lam viéc ¢ nhiing khu vyc dia 1y khac nhau?
Phan 16n cac “diéu ki diéu” cua Scrum va XP dya trén su hop tac chat ché cua cac thanh vién &
cing mot noi 1am viéc nhu 1ap trinh cip va hop mat véi nhau hang ngay.

Chutng t61 c6 mot s6 nhom phan tan vé mat dia ly, va ching t6i cling c6 nhling thanh vién trong
nhom lam viéc tai nha.

Chién lugc cua chung toi cho van dé nay 1a kha don gian. Chung ti str dung moi thu thuat ma
chung t6i co thé dé tdi da dd rong bing thong giao tiép giita nhitng thanh vién cta cic nhom
phan tan. T6i khong chi mudn noi vé bing thong giao tiép nhu Mbit/gidy (mdc du tit nhién d6 1a
diéu kha quan trong). T6i mubn néi dén biang thong giao tiép theo nghia rong hon:

e Kha nang l1ap trinh cap véi nhau.

e Kha ning gip mit tryc tiép trong cic budi Hop Scrum Hang ngay.
e Kha ning thao ludn tryc tiép voi nhau bat ky luc nao.

e Kha ning phu hop vé con ngudi va xa hoi.

e Kha nang trién khai cac cudc hop turc thoi véi toan bd nhom.

e Kha ning c6 nhiing nhin nhan gidng nhau vé&i Sprint Backlog, biéu d6 Burndown cua
Sprint, Product Backlog va cac ngudn thong tin khac.

Mot sb bién phép ma ching t6i da trién khai (hodc dang trién khai, chung t6i chua thyc hién tat ca
nhitng bién phap do):
e Webcam va tai nghe cho tat ca cac tram lam viéc.

e Cac phong hoi thao “tir xa” véi webcam, micro hi thdo, cdc may tinh luén san sang, phan
meém chia sé man hinh, v.v..
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e “Céc ctra s6 tir xa” Cac man hinh 16n tai noi 1am viéc, cho phép hién thj thudng xuyén cac
khu vuc 1am viéc khac. Thiét 1ap mot dang ctra $6 40 gitta hai phong ban. Ban c6 thé dang
& d6 va vay tay ra hiéu. Ban co thé thiy ai dang ngdi ¢ ban 1am viéc va nhirng ai dang néi
chuyén vé6i nhau. Didu nay 13 dé tao ra cam giac “nay, chung ta dang ¢ ddy cing voi nhau”.

e Nhitng chuong trinh thuyén chuyén, dé nhan vién & chd ndy c6 thé dén chd khac theo dinh
Ki.

St dung nhitng k¥ thuat ndy va nhiéu hon nita ching t6i dang bit ddu mot cach cham chap nhung
chic chin dé c¢6 duoc cach thic tién hanh cac bubi Hop K& hoach, So két , Cai tién Sprint, Hop
Scrum Hang ngdy, v.v., v6i cac thanh vién ctia nhom 1am viéc phan tan.

Nhu thuong 1¢ d6 tat ca déu 1a thir nghiém. Thanh tra => thich nghi => thanh tra => thich nghi

=> thanh tra => thich nghi => thanh tra => thich nghi => thanh tra => thich nghi...

Lam viéc & nwéc ngoai

Ching t61 ¢c6 mot vai nhom ¢ nude ngoai va da co kinh nghi€ém vaéi cach xir 1y sao cho viée su
dung Scrum la hi¢u qua.

C0 hai chién luoc chinh sau day: cac nhom tach biét hodc cac thanh vién nhom tach biét.

Cac Nhom tach biét

Quéc gia B
Quéc gia A

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

Nhém Scrum 1

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

Nhém Scrum 2

.

-

(5
G
.®.

o
85
oo

-------------------
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Cac thanh vién Nhom tach biét

Quéc gia A Quoc gia B

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

Nhom Scrum 1

805580

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

,emmmsssssnsna.
e e T e e T e

Chién luoc dau tién, cac nhom tach biét, 1a mot lua chon hap dan. Tuy nhién, ching toi di bat dau
v6i chién luge tht hai, cac thanh vién nhom tach biét. Co mot s6 1y do cho su chon lwa nay:

1. Chuang t61 mudn céc thanh vién nhém cé dugce sy hi€u biét rd vé nhau.

2. Chung t6i muén ha ting truyén thong tuyét voi gitra hai dia diém, va mudn cung cap cho
cac nhom mot dong luc manh mé dé thiét 1ap diéu nay.

3. Ban dau, nhdm & nudc ngoai thuong qua nho dé tao thanh mot Nhom Scrum hiéu qua.

4. Ching t6i mubn c6 mot khoang thoi gian tap trung cao do dé chia sé kién thic trudce khi
cac nhom ngudc ngoai ddc 1ap s€ 1a mot lua chon kha thi.

Sau mdt thoi gian ching t6i co thé thuan loi dé chuyén sang chién lugc “cac nhom tach biét”.

Cac thanh vién lam viéc & nha

Poi khi ¢ nha 1am viéc c6 thé thyuc sy tot. Poi khi ban ¢ thé hoan thanh nhiéu chwong trinh hon
trong mot ngay 1am viéc & nha so véi ca tuan lam viéc & co quan. it nhat 12 néu ban khong c6 dira
nhdc nao :0)

Tuy nhién, mdt nguyén tic co ban trong Scrum d6 1a ci nhém nén duge sap xép lam viée clng
nhau. Chung t61 phai lam gi?

V& co ban chung t6i dé diéu nay cho nhom quyét dinh khi nao va nhu thé nao 1a chap nhan duoc
dé ngdi ¢ nha 1am viéc. Mot sé thanh vién nhom thuong thay phién nhau lam viéc ¢ nha. Tuy
nhién, chung t61 khuyén khich cadc nhom lam viéc cung véi nhau “hau hét” moi thoi diém.
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Khi cac thanh vién nhom 1am viéc ¢ nha ho tham gia Hop Scrum Hing ngay bang cach st dung
hoi thoai qua Skype (d6i khi dung ca video). Ho ludn ludn 1am viée tryc tuyén qua hé théng tin
nhin tirc thoi. Khong tt bang viéc 1am cing nhau & mot phong nhung ciing tam 6n.

Mot 1an chung toi di thir quan niém cac ngay Thir Tu dugc chi dinh nhu 13 ngdy tdp trung. Diéu
d6 vé co ban ¢o nghia la “néu ban mudn 12 viéc & nha, duoc thoi, nhung hay lam diéu d6 vao cac
ngay Tht Tu.” Va tra soat lai vi nhom ciia ban” Diéu nay dién ra kha t6t voi nhom ma ching toi
d3 thir nghiém. Thuong thi hiu hét ca nhom & nha vao cac ngay Thir Tu va ho hoan thanh dwoc
nhiéu thtr, trong khi van cong tic tot véi nhau. Vi chi 1a mot ngdy, cac thanh vién nhom khong bi
mat di sy dong bo trong nhom ciia minh. Mic di vay, vi mot sé 1y do diéu nay khong bao gid bt
gdp v61i nhirng nhom khéc.

Viée toan bd moi nguoi lam viée ¢ nha khong thuc su 1a van dé doi vaoi chung toi.
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Danh muc kiém tra cia Scrum Master

Trong chuong cubi ndy, toi s& nodi véi cac ban vé& “Danh muc kiém tra cia Scrum Master” cua
chung t6i, trong d6 liét ké hau hét nhitng cong viéc quan 1y hanh chinh ctia cic Scrum Master.
Nhitng thtr nay rat dé quén. Ching t6i tranh nhimg diéu chung chung kiéu nhu “gd bo nhimng tré
ngai cho nhom”.

M& dau Sprint

e Sau cudc hop lap ké hoach Sprint, can tao trang thong tin cua Sprint.
o Thém mot lién két t6i trang ctia ban tir bang diéu khién trén Wiki.
o Intrang thong tin d6 va dan n6 trén tudong, noi ma cac thanh vién thudng qua lai.

e  Giri email téi moi ngudi thong bao vé viéc bat dau mot Sprint méi. Trong dé, ndi dung bao
g6ém muyc tiéu Sprint va lién két t6i trang thong tin ciia Sprint.

e Cap nhat tai liéu thong ké dit liéu Sprint. Thém ndi dung nhu Tdc dg wéc tinh, kich thude
nhom, thoi gian trién khai ctia Sprint, v.v.

Hoat dong hang ngay

e DPam bio Hop Scrum Hang hang dugc bat dau va két thiic dung gio.

e Dam bao viéc thém\bt cac story vao Sprint Backlog khi can thiét dé giir cho Sprint dién ra
theo dung lich trinh.

o Dam bao rang Product Owner s& dugc thong béo vé nhiing thay d6i do.
e Pam bao Sprint Backlog va Biéu d6 Burndown dugc Nhém cap nhat hing ngay.

e Pam bao cac van dé\trd ngai s& duoc giai quyét hoic bao cio 1én Product Owner hoic 1a
Truéng bd phan phat trién.
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Két thuc Sprint

e T4 chic mot budi So két Sprint mé.
e Moi thanh vién can dugc thong bao vé budi So két Sprint trude tir mot dén hai ngay.

e Thuc hién Hop Cai tién Sprint v61 moi thanh vién trong nhém va Product Owner. Moi
thém trudng bd phan phat trién dé trg gitup viéc dung rat kinh nghiém.

Cép nhat lai tai li¢u théng ké dir liéu Sprint. B sung tde do thuc té va nhitng diém quan trong rut
ra tir cuc Hop Cai tién Sprint.
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L&i chao tam biét

Phu! Téi chua bao gid nghi sé viét dugc nhiéu nhu thé nay.

Hi vong cudi sach nay s& goi cho ban mét sé ¥ tuong hitu ich, cho du ban 1a anh chang méi biét
dén Scrum hay d4 1a mot chién binh dan day kinh nghiém .

Scrum can duoc tuy bién khi ap dung vao hoan canh khac nhau. Do d6, that kho dé tranh luan vé
mot cach thyc hanh tot nhat theo mot mirc ndo d6. Tuy nhién, t6i van rat mubn nghe phan hoi cia
ban vé Scrum. Hay cho toi biét su khac biét vé phuong phép tiép can cta ban. Diéu nay gitp cho
t6i nhitng ¥ tudng dé cai thién tot hon!

Pig ngan ngai lién hé véi t6i theo dia chi: henrik.kniberg@crisp.se.

Toi cling thuong dung dia chi: scrumdevelopment@yahoogroups.com.

Néu ban thich cubn sach nay, ban co thé tim thém nhting thong tin dugc cap nhat thuong xuyén
trén blog cua t6i. Toi hi vong rang s& ¢ thé viét thém nhiéu dé tai vé Java va Phuong phéap phat
trién phan mém linh hoat (Agile).

http://blog.crisp.se/henrikkniberqg/

0, va dimg quén...

Cong viéc trén c6 dung khong nhi?
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Tai liéu nén doc
C6 mot sb cudn sach dd cung cip cho t6i nhiéu cam himg va y tuong. Cac ban nén tim doc!
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Ve tac gia

Henrik Kniberg (henrik.kniberg@crisp.se) 1a chuyén gia tu vin thudc cong ty Crisp tai
Stockholm (www.crisp.se), chuyén gia vé Java va Phat trién phdn mém linh hoat (Agile).

Ngay tir lic nhirg cudn sach dau tién vé phuong phap XP va tuyén ngon agile xuat hién, Henrik
dd nghién ngdm cac nguyén ly Agile va thir nghién ctru cach ap dung hiéu qua vao trong cac loai to
chirc khac nhau. Véi vai trd 1a nguoi dong sang 1ap va Giam doc K thuat cia cong ty Goyada giai
doan 1998-2003, ong da c6 nhiéu co hoi trai nghiém phong pha véi phat trién huéng-kiém-thir
(Test-Driven Development) va cac ky thuat thuc hanh linh hoat khac trong qua trinh xay dung va
quan 1y mot doi phat trién v6i 30 thanh vién.

Cubi nam 2005, Henrik chuyén sang lam Truéng bo phan phat trién ctia mot cong ty & Thuy Dién,
chuyén linh vyuc Game. Cong ty niy da roi vao cudc khing hoang vé van dé cong nghé va to chirc.
Vi cong cu Scrum va XP, Henrik da gitip cong ty vot qua cudc khing hoang do, giap cong ty ap
dung agile va san xuét tinh gon & moi cap do to chirc trong cong ty.

Mot ngay thtr Sau, thang 11 nam 2006, Henrik dang & nha, nam sét trén giudng va di quyét dinh
ghi lai mot s6 ghi cht cho ban than vé nhiing gi ong di hoc duge trong mot ndm qua. Tuy nhién,
sau khi ong bat dau viét, ong di khong thé dimg lai va sau ba ngay danh may dién cudng cung cac
ban v&, nhimg ghi chép ban dau da phat trién thanh mot bai viét 80 trang v6i tén goi "Scrum va XP
tir nhitng Chién hao". Pay chinh 13 cudn sach ma chung ta dang doc.

Henrik c6 cach tiép can toan dién va da timg giit nhiéu vai trd khac nhau nhu nha quan 1y, nha phat
trién, Scrum Master, gido vién va huan luyén vién. Ong c6 dam mé giup cac cong ty xay dung
nhimg phan mém tuyét voi, doi ngii phat trién xuét sic va mudn tham gia vao bat cr vai trd gi
can thiét.

Henrik 16n 1én & Tokyo va hién dang song & Stockholm véi ngudi vo Sophia va hai ngudi con.
Vao lac ranh roi, ong ciing 1a mdt nhac si, sdng tdc &m nhac, choi Bass va phéi nhac trong mét ban
nhac dia phuong. Ban c6 thé xem thong tin thém trén website cia Ong:
http://www.crisp.se/henrik.kniberg
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