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Mot ngwéi trer gilp toan lwc?

C6 thé chi cdn mot ScrumMaster cling da dé diéu phéi hai hodc ba nhém cung mét lac. Néu ban hai long voi
viéc han ché vai trd cGia minh trong nhi¥ng viéc nhw t6 chirc cac cudc hop, ap dat cac khung thoi gian, va giai
quyét nhirtng khé khan dwoc béo céo rd rang, thi ban c6 thé hoan thanh vai trd nay ma khéng can phai hoan
toan tap trung hét kha nang cta minh. Nhém van cé thé vwot dwoc han mire, nhivng muc tiéu ma cong ty dat ra
trwde khi co Scrum, va c6 Ié ciling khéng c6 hau qua nghiém trong gi xay ra.

Nhwng néu ban cé thé goi mé cho nhém vé mot thoi gian tuyét voi khi tt cd cé thé hoan thanh dwoc nhirng
viéc ma khong ai tivng nghf la c6 thé, trong mét td chirc da qua qua trinh chuyén déi, thi ban sé dwoc coi la mét
ScrumMaster tuyét voi.

M6t ScrumMaster thuc sw ¢6 thé chi diéu phéi mét nhém mét ldc.

Chung tdi khuyén nghi rang nén cé6 mét ScrumMaster tam huyét cho mét nhém khoang bay thanh vién vao ldc
m&i bat dau.

Néu ban van chwa hiéu hét nhirng viéc can phai lam, hay cbé gang tim hiéu nhiéu hon vé Product Owner cua
ban, nhém cla ban, cac hoat déng ky thuat trong nhém, va toan thé té chirc bén ngoai nhém cda ban. Tuy
khéng c6 mot gidi phap toan dién nao cho tat cd moi ngwdi, nhung t6i cd thé ké ra & day nhirng diéu ma toi
thworng thdy cac ScrumMaster bd qua. Hay danh dau méi 6 béng v, A, ?, hodc N/A nhw miéu ta & trang cubi.

Phan | — Product Owner cua téi dang thwc hién cong viéc nhw thé nao?

Céac ScrumMaster cai thién hiéu qua cong viéc ctia Product Owner bang viéc gitp ho tim cach duy tri Product
Backlog va K& Hoach Phat Hanh. (Can lwu y rang Product Owner la ngwdi chiu trach nhiém cho backlog wu
tién).

[ ] Product Backlog co dwoc sap xép theo hiéu biét cap nhat nhét ctia ho khong?

[ ] Cac yéu cau va mon% muén tir tAt cd cac bén lién quan cé dwoc ghi nhan trong Product Backlog khéng? Ghi
nh&: backlog la quan trong.

Khéi lwgng clia Product Backlog cé thé quan ly dwoc khéng? Dé duy tri sé lwgng item trong giéi han c6 thé quan

ly dwoc, hady gitr nhikng hang muc chi tiét & trén cung, con cac hang muc triru tweng néi chung & dwoi. Sé phan

tac dung néu chang ta phan tich quéa sau vao nhirng hang muc & phia trén ctia Product Backlog. Nhirng yéu cau

Eﬁ[ rﬂ ﬁé thay d6i trong nhirng cudc trao doi lién tuc gitba san pham dang phat trién va cac bén lién quan hoac
ach hang.

[ ] C6 yéy cau nao (dic biét 1a nhirng yéu cay & phia trén ciing clia Product Backlog) c6 thé duog thé hién tot
hon bang nhirng user story doc Iap1 c6 thé thwong lwong dwoc, céd thé danh gia duoc, cd thé wdc lwong
dwoc, nho, va co thé kiém thir dwoc™?

! http://xp123.com/articles/invest-in-good-stories-and-smart-tasks/
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|:| Ban da giang giai cho Product Owner cla ban vé ng ky. thyét va lam sao dé tranh n6 chua? Mot tron%nhu’ng

[

[
[

iai phap cd the la thém viéc viét kiem thr tw dong va tai cau truc vao dinh nghia 'hoan thanh" cho moi backlog

item.
Backlog c6 phai la mot biéu dé théng tin, ma cac bén lién quan c6 thé 1ap tirc nhan thay dwoc khéng?

Néu ban dang st dung mét céng cu tw déng trong quan ly backlog, moi ngudi co biét lam sao dé st dung né
dé dang khong? Cac cong cu quan ly ty dong cling dan t&i nguy co cla viéc tré thanh sy tdc nghén thong

tin néu thiéu di sy truyén tai thdng tin chd déng tr Scrum Master.

Ban c6 thé gip truyén tai théng tin bang cac ban in cho mdi ngudi khéng?
Ban cd thé gitp truyén tai théng tin bang cach tao ra cac biéu d4 to va ré rang khéng?

Ban da ﬂlup Product Owner sap x&p cac hang muc backlog vao cac thoi diém phat hanh thich hop hodc trong
nhirng nhém wu tién chwa?

C6 phai méi nguoi trong ddi deu nhan tharc dwoc liéu ké hoach phat hanh con phu hgp véi thuc té khéng? Ban co
thé thtr cho moi ngwdi xem Biéu dd twong quan san ph&m / phat hanh voi thdi gian thue hlen2 sau khi cac hang
muc da dugc xac nhan “hoan thanh” trong moi cuéc hop Sprint Review, Biéu do thé hién ty I& cac Product Backlog
ltems da dwoc hoan thanh va nhirtng hang muc méi dwoc thém vao dé cho phép phat hién sém nhirng bién déng
trong quy mo hodc ké& hoach thyc hién.

Product Owner cla ban da dleu chinh ké& hoach phat haph sau budi hop Sprint Review gan nhét chwa? Chi cé sb jt
Product Qwner da ban giao san pham duoc klem thep day dd dung han lai sap xep lai ke hoach phat hanh vao moi
Sprint. Diéu nay c6 thé sé khién cho mét vai san pham can dwoc phat hanh sau vi ¢ nhirng viéc quan trong hon
dwoc phat hién ra.

Phan Il - Nhém cta ban dang trién khai cong viéc nhw thé nao?

Mac du viéc cong tac véi cac thanh vién nhém trong céng viéc cda ho 1a mot viéc dang dwoc khuyén khich
nhw 1& mét cach néu guwong véi cad nhém, nhung ciing c6 kha ndng ban sé bi dm chim trong nhirng céng
viéc k§ thuat. Hay xem xét nhirng nhiém vy chinh cGa ban déi véi nhom:

[

[

Nhém clia ban hoat déng c6 troi chdy khdng? Mét vai dac diém cua tinh trang troi chéy3:

+ Muc tiéu rd rang (nhirng mong doi va quy dinh phai ré rang, va muc tiéu cé thé dat dwoc, phd hop véi
ky nang va kha nang ctia mdi ngudi).

+ Tap trung va c6 trong diém, tap trung cao d6 vao mét linh vuwc nhéat dinh can dwoc chay.

+ Khéng con cdm giéc tw ti, d& cao hanh déng va nhan thac.

+ Phan hdi tryc tiép va ngay lap tic (nhanh chéng nhin nhan thay cac thanh cong va that bai cia mét
chudi hoat dong, nhe thé c6 thé diéu chinh hanh vi néu can thiét).

+ Can bang gitra cAp dd kha ndng va thr thach (hoat dong dwa ra khéng quéa khé ciing khéng qué dé).

+ Mbi ngudi déu c6 kha nang tw kiém soat trong méi tinh hudng hay hoat déng.

+ Méi hoat ddng déu hién nhién dem lai két qua, vi thé khéng can qua nhiéu cb géng trong hanh dong.

Cac thanh vién_nhém co6 thich nhau khéng, cé thw gidn cung nhau khéng, va cé vui mirng trwéc thanh céng cua
nhirng thanh vién khac khéng?

2 Mike Cohn, Agile Estimation and Planning. (2005).

3 Mihaly Csikszentmihalyi, Flow: The Psychology of Optimal Experience (1990).
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[ ] Céc thanh vién nhém c6 ciing nhau gitr cho méi ngui déu phai dat dwoc nhirng tiéu chuan cao, va thic day méi
nguwoi deu phat trien?

C6 van dé hodc co hoi nao ma nhém dang khéng thdo luan cling nhau vi nhirng van d& hodc co hoi d6 co thé gay
ra tinh trang qué kho chju trong nhém khéng?

[ ] Ban @& tng thir nhiéu cach thirc va dia diém cho cac budi hop Sprint Retrospective chuwa?®

|:| Nhom cg tap trung lién tuc vao cac muc tiéy, S?rinnt khong? Co thé ban nén thwc hién mot bwdc kiém tra gidra
Sprint dé co thé tai ra soat cac tiéu chuan chap thuan cua cac hang muc trong Product Backlog da cam két hoan
thanh trong Sprint hién tai.

|:| Bang phan coéng. nhiém vu ctia Sprint c6 phan énh_gL’m%th’ng cong_viéc ma nhom dang thwc sy lam khéng? Can
nhén thire 16 “van de tiem an” cua nhirng cong viéc khong dwec péu ra va nhivng, nhiém vu co thé ton hon mot
ngay ma&i co thé hoan thanh. Nhirng cong viéc khong lién quan dén nhitng cam ket trong Sprint sé la nhitng tré
ngai cho viéc hoan thanh cac cam ket do.

[ ] Nhom ctia ban 6 ¢6 khodng 3-9 nguoi voi mét to hop day di cac kj nang ¢é xay dwng mét san phdm hoan chinh
c6 tiém nang co thé chuyén giao dirgc khong?

D Bang phan céng nhiém vy ctia nhém ban c6 cap nhat khéng?
[ ] Céc thanh vién nhém c6 biét vé cac cong cu tw quan Iy clia nhom khong, cac cong cu do co tién dung khong?

|:| Nhirng cong cu nay c6 dugc nhivtng ngwdi ngoai nhém tén trong dup%m(fc khéng? Sw giam sat qua murc doj voi
cg_cbhpat dong thwdng nhét cua nhirng ngwdT bén ngoai nhom co thé hay hoai sy minh bach va co ché tw quan ly
ndi bo trong nhom.

[ ] Céac thanh vién nhém c6 tw nguyén nhan nhiém vy khong?

thiét cGa viéc hoan tr ky thuat, viéc dan dan sé gitp cho viéc 1ap trinh tré nén dé chiu hon, da dwoc

Sy can thiét N tra no k
n ro rang trong khai niém hoan thanh chwa?

an
ghi nha

[ ] Cac thanh vién nhom c6 dang cung nhau chiu frach nhiém vé moi khia canh clia san phdm chung (kiém thr, tai
liéu cho ngwoi ding, v.v) ma khéng quan tdm dén chirc danh ciia moéi ngwdi khong?

Phan Il - Cac Hoat Ddng Ky Thuat Dién Ra Thé Nao?

Hé théng ctia ban trong qua trinh phat trién c6 nit bam “Thuc ddy kiém thi”, cho phép béat ky ai (trong cling nhom
hoac khac nhém) dé dang phat hién ra khi ho vira tao ra mét 16i héi quy (lam héng chirc nang da chay tot trwéc
day) khdéng? biém dac thu nay c6é thé dat dwgc nho xUnit framework (JUnit, NUnit, v.v).

[ ]Ban c6 mot can bang phu hop gitra kiém thir hé théng tw dong hai dau (con dwoc goi la “kiém thir chic
nang” va kiem thr don vi ty dong khéng?

Nhom c¢6 viét kiém thir hé théng va kiém thd don vi bang ngdn ngtr ma ho dang dung trong phat trién hé théng
khong? Viéc cong tac sé khong dwgc nang cao bdi nhirng ngdn nglr kich ban doéc quyén hoac cac céng cu ghi
chép va phéat lai ma chi mét b phan trong nhém biét cach bao tri.

* Marshall Rosenberg, Nonviolent Communication: A Language of Life: Life-Changing Tools for Healthy Relationships (2003).
Xem xét thém viéc goi thém nhirng nguwdi tro gitp chuyén nghiép c6 kha nang bién nhitng cudc dbi thoai khéng thoai mai tré
thanh thodi mai.

> Derby/Larson Agile Retrospectives: Making Good Teams Great (2006).
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[ ] Nhém ctia ban c6 phat hién ra pham vi khong 6 rét gitva kiém thr hé thng va kiém thir don vi® khong?

May chu cua tw gong tich hop lién tuc’ g6 phat ra am thanh bao déng khi ai d6 vira tao ra mét 16i hoi quy khonﬂ
vong lap phan hoi nay cé dugc gBam xuong theo gid hoac phut khéng? ("Bién dich (build) hang ngay chi danh cho
nhirng ngwi nhat nhat " - Kent

[ ] T4t cé kiém thir co dwoc hop nhét trén két qua & may ch tich hop lién tuc khong?

Cac thanh vién trong nhoém co tim ra dwoc niém vui cda viéc khong ngirng thiét ké va tai cau truc thay vi Thiét Ké
Trwée, Lap Trinh Sau hay khong’> Tai cAu tric c6 mot khai niém chat ché: thay dadi cau trdc ben trong ma khoéng
thay 60| hanh vi bén ngoai. Tai cau truc nén dwoc thuwe hién vai lan mot gi¢, moi khi xuét hién ma ngudn triing Iap,
logic diéu kién phirc tap (dé& dang nhan thay khi ma nguon i vao quéa nhiéu ho&c c6 nhiéu huong thire dai), céc
dinh danh dwoc dat tén khé hiéu, qua nhiéu ket hop gitra cac déi twong, v.v. Ban ch| c6 thé tai cau tric mét cach
tw tin v&i ty 1& kiém thtr tw dong. B6 qua tai cAu trdc sé lam cho viéc thay d‘m san pham kho khan hon trong tvong
lai, dac biét 1a khi ban kho khan trong viéc tim dwoc nhivng nha phat trién gidi sdn sang lam viéc véi ma ngudn
dwoc viét réi rdm.

[ ] Binh nghia hoan thanh cho tirng Product Backlog Item cia ban ¢6 bao ém thly tw dong toan b
(cho tat ca cac trwong hop) va tai cau trac khong? Hieu biét vé Kiém t Phat Trién (TDD) s
lam gia tang kha nang dat dwoc diéu nay.

Q
é

Cac thanh vién cda nhém cé lap trinh cap trong phan I&n thoi gian hay khong? Lap trinh cap co thé lam tang vot
kha nang bao tri cia ma nguon va gidm ty I& 16i. Biéu dé thir thach gidi han cta moi nguwoi va doi khi dwong nhu
can nhiéu thoi gian (neu ching ta do bang sb dong ma nguon thay vi chirc nang co thé ban giao). Hay lam gwong
bang cach bat dau c&p lam viéc mdi ngay véi cac thanh vién. Mot vai thanh vién sé bat dau lwa chon céach lam
viéc nhuw thé nay.

Phan IV — Co’ ché hoat déng cta té chiprc?

Viéc trao adi gitra cac nhom co6 dwoc thue glen day du khéng? "Scrum cla cac Scrum" chi la mét cach dé dat
duwoc diéu nay, va hiém khi la cach tét nhét.

[ ] Cac nhom c6 kha nang doc Iap dé tao ra cac co ché lam viéc, tham chi la m& rong cac ranh gidi kién trac?*°

|:| (k:ﬁc Sg:)rumMaster ctia ban c6 tb chirc cac cudc hop véi nhau dé 1ap nén danh sach nhixng khé khan ciia cong ty
ong”~

Vao thoi dlem thich hop, cac kho khan cla cong ty co6 dwoc trinh bay véi giam déc phat_ trién khong? Chi phi lién
quan c6 thé dinh lwong dwsi dang tién bac, thoi gian bj Iang phi, chat lwong bi sut gidm hodc cac co héi kinh
doanh bi bd 1& khong’) (Rat kinh nghlem tr sai ldm cua Ken Schwaber: "M6t ScrumMaster chét la mot
ScrumMaster vb dung.'

6 http://blogs.collab.net/agile/junit-is-not-just-for-unit-testing-anymore

’ http://www.martinfowler.com/articles/continuousintegration.htmi

& Martin Fowler, Refactoring: Improving the Design of Existing Code (1999).

° Poc http://less.works/less/framework/coordination-and-integration.html cho cac lwa chon khac.

10 http://FeatureTeamPrimer.org/

1 ken Schwaber, Agile Project Management with Scrum (2004)
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Cong ty cta ban c6 phai la mét trong sb it cac cong ty ma con dwéng phé}ztrién,su nghiép twong rng v&i nhirng
muc tiéu chung_gua cac nhom khong? Tra |oi “khong” neu ton tai dong co™” khién wu tién viéc lam Iap trinh ho&c
cac cong viéc kién trac hon la kieém thr, kiém ther ty ddng, hoac viét tai liéu cho ngudi dung.

|:| Cong ty clia ban c6 dwoc cong nhan |a mét trong nhirng noi lam viéc tuyét voi nhat hoac la cong ty hang dau
trong linh vwe hoat dong béi cac tap chi chuyén nganh hoéc cac nguén doc 1ap khac hay khong?

|:| Ban c6 dang tao ra mét té chic hoc tép hay khéng?

Két Luan

Néu ban c6 thé kiém tra hau hét cac muc nay va van con chat thei gian, téi muén l&ng nghe déng goép tir ban.
Khéng c6 mét cong thirc déng khudn nao cho sy thdng minh cla con ngudi. Ban danh sach nay liét ké nhirng
diém c6, hodc khong, cé ich véi tinh hudng cta ban.

Mot khi ban bat dau nhan ra réng didu ban 1am c6 thé tao ra sw khac biét, ban c6 thé thay e ngai khi thwc hién
né. Do 1a dau hiéu cho thay rang ban dang di dung hwéng.

12 Alfie Kohn, Punished By Rewards: The Trouble with Gold Stars, Incentive Plans, A's, Praise, and Other Bribes (1999)
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Kho Khan Cua Coéng Ty

Van dé bé ngoai:

Nguyén Nhan Cét L&i (Dung ndm cau hdi “Tai sao?”):

Anh Huéng Cong Viéc:

Anh Hwéng Cam Xdc:

Yéu cau rd rang, thue hién duoc:

Khé Khan Ctia Cong Ty

Van dé bé ngoai:

Nguy&n Nhan Cét Léi (Dung nam cau hdi “Tai sao?”):

Anh Hwéng Cong Viéc:

Anh Huwéng Cam Xuc:

Yéu cau rd rang, thyc hién dwoc:
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Kho Khan Cua Coéng Ty

Van dé bé ngoai:

Nguyén Nhan Cét L&i (Dung ndm cau hdi “Tai sao?”):

Anh Huéng Cong Viéc:

Anh Hwéng Cam Xdc:

Yéu cau rd rang, thue hién duoc:

Khé Khan Ctia Cong Ty

Van dé bé ngoai:

Nguyén Nhan Cét Lai (Dung ndm cau héi “Tai sa0?”):

Anh Hwéng Cong Viéc:

Anh Huwéng Cam Xuc:

Yéu cau rd rang, thwc hién dwoc:
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HUONG DAN

Néu ban nhan dwoc danh sach kiém tra nay dwdi dang mot bai tap huén
luyén va cong ty ctia ban hién tai (hodc gan nhat) da tirng thér qua bat ctr
mé hinh nao nhw Scrum, hay ap dung diéu nay cho nhirng gi ban quan sat
dwoc & d6. Panh ddu mdi muc véi mét trong cac ky hiéu sau:

v (cho “lam tét”)

A (cho “c6 thé cai thién va toi biét bat dau thé nao”)

?  (cho “c6 thé cai thién, nhwng lam thé nao?”)

N/A (cho “khdng ap dung duwoc” hoac “sé khdng co loi”)

Nguworc lai, néu cdng ty cla ban hién tai (hodc gan nhét) chwa tirng
ther qua bat c& mé hinh nao nhw Scrum, danh dau méi muc véi mot
trong cac ky hiéu sau:

v (cho “lam tét” hoadc “sé& dé dang lam tét”)
A (cho “sé la mét thir thach va toi biét bat dau thé nao”)

?  (cho “sé& la mét thir thach va tdi khéng biét bat dau thé
nao”)

N/A (cho “khdng ap dung dwoc” hoac “sé khdng co loi”)

Khi tat ca cac muc da dwoec danh dau, hay trinh bay t 2 dén 6 khé khan
cla cong ty trong mau khai Khd Khan Cda Coéng Ty dwoc dinh kém,

khéng quan trong viéc ching dwoc 14y ra tir danh sach kiém tra nay hay
khéng. Hay chon nhirng tr& ngai ma ban c6 it nhat 1% hy vong thay dbi.
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