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To61 da nhan dugc vai email lién quan té1 viée thuc hi¢én CMMI va viéc dat t&1 mic
CMMI nao d6. C6 nhiéu “cudong diéu” vé CMMI va t6i da viét hang trim bai bao vé
chung trén website ndy. V& can ban CMMI 13 khuén kho cho cai tién qui trinh ma coéng
ti c6 thé dung dé cai tién chat luong san pham cta n6. CMMI bao gébm nim muc tir 1
t61 5 v6i 1 13 thip nhat khong co cai tién nao va chét luong thap. Mirc 2 1a vé cai tién
& mirc du an vi dy 4n 13 co s clia cong viée trong bat ki cong ti phdn mém nao. Néu
ban khong thé cai tién duoc du 4n, ban khong thé cai tién duoc cai gi. Mtrc 3 hoi tu vao
chuén hoa cac hoat dong trong cong ti dé dat toi sy nhit quan trong moi cong viéc. Khi
moi du an dugc quan li tuong tng, chat luong co thé dugc cai tién. Muc 4 hoi tu vao
viéc do ca san pham va qui trinh. Muc dich cta né 1 quan li moi cong viéc bang cac do
do va kiém soat thong ké dé giam bién thién. Dat t6i diéu nay nghia 1a cong ti c6 kiém
soat toan bd vé moi cong viéc ca vé chét luong va hi¢u nang. Mtrc 5 héi tu vao ngan
ngira khiém khuyét va thay d6i qui trinh va muc dich cua né 1a d 1am t6i wu cach phan
mém dugc phat trién dé dat téi chat luong cao nhit c6 thé.

Budc quan trong nhat trong cai tién 1a xem xét toan thé viéc phat trién phan mém nhu
mot qui trinh ma co thé duoc do, duoc kiém soat va duogc cai tién. Cong ti phai chon
muc dich rd rang cho cai tién va c6 kha nang kiém tra tién bo khi cai tién xdy ra qua thoi
gian vi ban khong thé 1am moi tht ngay mot ltc. Thuat ngir “truong thanh” ngu ¥ thoi
gian diéu c6 nghia 14 s& phai mat vai nam dé c6 duogc két qua mong mudn. Mot cong ti
khong thé c6 duge mirc cao nhat ngay 1ap tirc. Ciing nhu dira bé phai bo trude khi di va
di trudce khi chay, cai tién phan mém phai bat dau tir dy n t6i to chirc va rdi toi toan thé
cong ti.

Khong may, mot s6 ngudi chu cong ti qua ban ron va khong dé thoi gian dé hiéu cac
nguyén li nay. Thay vi dat muyc dich cai tién ho 1an 16n cac mirc CMMI nhu myc dich.
Toi da théy cong ti dat muc dich dat t61 mirc ma tham chi khong hiéu muc 3 1a gi. Dat
mirc CMMI nhu muc dich 1a thuan tuy dét nat va ching to thiéu hiéu biét vé khuon kho
nay. Muc dich cai tién qui trinh nén dugc dya trén kinh doanh ctia cong ti nhu gidam
chi ph1 tang loi nhudn, cai tién chat luong, va dat toi thoa man cua khach hang. Do d6
cai tién qui trinh phai 13 mot phan cua chién luoc cong ti. N6 KHONG phai 1a céi gi
d6 ban lam khi ban c6 thoi gian. Tuong tuong mdt doanh nghi€p dat muc dich co loi
nhuén nhat néu c6 thé. Piéu d6 c6 nghia 1a cong ti s& thuong xuyén mat tién khong? Cai
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tién KHONG phai 14 cai gi d6 ban 1am dé tim ra xem cong ti & mic CMMI nao. Tudng
tugng mot doanh nghiép chi nhiéu tién chi dé biét liéu ho c6 1a doanh nghiép hay khong.
Nhung diéu nay khong c6 nghia gi ca. Cai tién qui trinh KHONG phai 14 cai gi d6 dé
1am chi mot 1an rdi dimg lai MA 12 hoat dong lién tuc khong bao gio cham dirt. Ngay ca
khi ban dat t&i mrc cao nhat nhu CMMI mirc 5, néu ban dung lai thi cong ti co thé roi
tré lai mire 1 nhanh hon ban c¢6 thé tudng.

Viéc thiéu hiéu biét vé CMMI d4 tao ra nhiéu van d¢, lam nay sinh phi tién, mang tiéng
x4u va 1am ton hai toi cong ddng phan mém. Vai nam trudc ddy, chinh pha Trung Quéc
dit myc dich thudng cho cong ti phan mém dat t6i mixc CMMI nao d6. Chi trong khong
day mot nam, hang trim cong ti cong bd thanh tuu ciia ho vé cac mitc CMMI cao. Vai
cong ti d duoc danh gid boi nhitng nguoi danh gia c¢6 du tu cach nhung nhiéu cong ti
da ty tuyén bd hay duoc tuyén bd boi nha tu van khong du tu cach. Phan 16n nhan duoc
phan thuéng nhu khi céng ti nude ngoai tién hanh danh gia riéng cua ho trudce khi dau tw
vao nhitng cong ti ndy, két qua 1a khac nhiéu vé6i nhirng 161 tuyén b thanh dat vi da sb
trong ho déu & CMMI mirc 1. Diéu ndy da tao ra danh tiéng xdu cho cong nghiép phan
mém Trung Qudc vé chit lugng thip, khong trung thuc, lra dbi va d3 ngin can dau tu
vao khu vyc nay. Tham chi ngay nay cong nghiép phadn mém Trung Qudc van bi nhiéu
doanh nghiép coi 1a “Khong dang tin ciy” véi chat lwong thap va hiéu ning kém.

Dé cai tién, muyc dich phai dugc giong thiang voi nhu ciu va chiéu hudng cua quan li cia
cong ti. Nguoi chu cong ti phai chi dinh mét ngudi quan 1i cip cao chuyén trach dé duy
tri viéc giong thang nay va quan li moi hoat dong cai tién. Ngudi quan 1i nay phai kiém
diém va chép thuén ké hoach cai tién, nhan tinh trang vé hanh dong cai tién, va cung
cap huéng dan vé cong viée sip t6i. Moi hoat dong déu phai dugc do va bao cao cho
ngudi chu cong ti. Ngudi quan 1i cai tién phai xdy dung ké hoach cai tién noi rd chiéu
huéng va muc dich chinh, diéu hoi tu vao nhu cdu cta cong ti nhu “giam chi phi 10%
dén cudi nam”, hay tang s6 ban 1én 10% dén cudi nim. K& hoach cai tién phai nhan di¢n
van dé ma cip quan i mudn giai quyét va cac hanh dong duoc thiét ké dé lam diéu 4o
va chuyén cong ti hudng t6i muc dich cua né. Vi timg khu vuc cai tién chinh, ban ké
hoach 1iét ké moi nhiém vy ma moi nguoi lam, ké ca cung cép dao tao cho nhan vién.
Cai tién phai dua trén viéc do. Chfmg han, dé noi réng chat lugng san phém da cai tién
khi c6 mot cach do vé chat luong xay ra sau. Viéc do cai tién khong phai lam cap tap
ma bét ki cach do nao trong chi phi, chat lwong, va thoi gian ciing s& di. Ching han sb
16i trong pha du 4n, d¢ chinh xac lich biéu (khéc biét giita ngay t6i han va ngay chuyén
giao thyc té) v.v.

Khi ké hoach nay di duoc chip thuén, ngu:(n quan 1i phai theo ddi né dé dam bao rang
tién b dugc thuc hién. C6 hai bién cb theo ddi dién hinh, phién hop hang tuan cia to
cai tién, va phién hop trang thai hang thang véi nguoi quan li cp cao. Muc dich cia
phién hop tuan 1a dam bao ré‘mg tién bd dugc thuc hién vé nhiém vu cai tién. Tinh trang
hang thang 14 dé thong tin cho ngudi chu cong ti va nguoi didu hanh cap cao vé cac hoat
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dong. Chi bang viéc doi xur voi cai tien nhu mot dy an doanh nghiép thuc, viéc cai tién
moi c6 thé xay ra va lam lgi cho cong ti.

—-English verrsion—-
Process Improvement

I have received several emails concerning the implementation of CMMI and the
achievement of certain CMMI levels. There are many “Hypes” about CMMI and I
have written hundreds of articles about them in this website. Basically CMMI is a
framework for process improvement that a company could use to improve the quality
of its products. The CMMI consists of five levels from 1 to 5 where 1 is the lowest
with no improvement and low quality. Level 2 is about improvement at the project level
because project is the basic of work in any software company. If you cannot improve
the project, you cannot improve anything. Level 3 is focusing on the standardization of
activities in a company to achieve consistency in all the works. When all projects are
managed accordingly, quality can be improved. Level 4 is focusing on measurement
of both products and process. Its goal is to manage all works by metrics and statistical
control to reduce variations. Achieving this means the company has total control of all
the works in both quality and performance. Level 5 is focusing on defect prevention and
process changes and its goal is to optimizing the way software is developed to achieve
the highest quality possible.

The most important step in improvement is to consider the entire software development
as a process that can be measured, controlled and improved. Company must set clear
goals for improvement and be able to check progress as improvement happens over time
since you cannot do everything all at once. The term “maturity” implies time that means
it will take several years to get to the desirable results. It would be impossible for a
company to get to the highest level immediately. Just like a baby who must crawl before
walk and walk before run, software improvement must start from project to organization
and then to the entire company.

Unfortunately, some company owners are too busy and do not take time to understand
these principles. Instead of set goal for improvement they confuse a CMMI levels as
the goal. I have seen company sets goal to achieve level without even understand what
1s level 3. Setting a CMMI level as a goal is purely ignorant and demonstrates the lack
of understanding of this framework. Process improvement goals should be based on
the business of the company such as reduces costs, increase profits, improve quality,
and achieve customer satisfaction. Therefore process improvement must be part of a
company strategy. It is NOT something you do when you have time. Imagine a business
set goal to be profitable if possible. That means the company will often lose money?
Improvement is NOT something you do to find out what CMMI level the company is.
Imagine a business spend a lot of efforts just to know if they are a business or not. These
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things do not make sense. Process improvement is NOT something to do only once then
stop BUT a continuous activity that never end. Even when you achieve the highest level
such as CMMI level 5, if you stop then the company could go back to level 1 faster than
you can imagine.

The lack of understanding of the CMMI has created several issues, resulting in wasting
money, bad publicity and hurt the software community. Few years ago, Chinese
government set goal to award software company that achieves certain CMMI levels.
In just less than a year, hundreds of company announced their achievement of high
CMMI levels. Few were appraised by qualified appraisers but many were self declared
or by unqualified consultants. Most received the awards but when foreign companies
conducted their own appraisal before investing in these companies, the results were
much different than the achievement claims as a majority of them were at CMMI level
1. This created a very bad publicity to China’s software industry about low quality,
dishonest, cheating and prevented investment into this area. Even today China software
industry is still considered by many business analysts as “Not to be trusted” with low
quality and poor performance.

To improve, the goals must be aligned with the needs and direction of company
management. Company owners must appoint a designated senior manager to maintain
this alignment and manage all improvement activities. This manager must review and
approve improvement plans, receive status on improvement actions, and provide
guidance on upcoming work. All activities must be measured and reported to company
owners. The improvement manager must develop an improvement plan that clearly
states the major directions and goals that focus on the needs of the company such as
“reduce costs 10% by the end of the year”, or increase sales 10% by the end of the year.
The improvement plan must identify problems that management wants to solve and
actions are designed to do that and move the company toward its goals. For each major
improvement area, the plan lists all the tasks that people must do including provide
additional trainings to employees. Improvements should be based on measures. For
example, it is easier to say that product quality has improved when there is an initial
and subsequent measure of quality. Improvement measures do not have to be intensive
but any measure in cost, quality, and time would be sufficient. For example number of
defects per project phase, schedule accuracy (The different between due date and actual
delivery date) etc.

When the plan has been approved, managers must track it to ensure that progress is
being made. There are two typical tracking events, a weekly session the improvement
teams, and a monthly status session with senior managers. The purpose of the weekly
session is to ensure that progress is being made on the improvement tasks. The monthly
status is to inform company owner and senior executives on the activities. Only by
treating improvement like a real business project, improvement can happen and benefit
the company.
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