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T6i dd nhan duoc nhiéu emails lién quan t6i bai bao toi viét vé cai tién qui trinh dung
CMMLI. Duong nhu van ¢ cac y kién khac nhau vé viéc thuc hién nd. Cac nha tu van
bién ho rang diéu dau tién can lam 1a c6 danh gid dé xac dinh mirc d6 trudng thanh cia
cong ti. Bang viéc biét mirc do ctia cong ti, nha tu van c6 thé giup phat trién ké hoach
cai tién cho nén cong ti co thé chuyén sang muc tiép. Cac cong ti dao tao khéng dong
¥ va n6i rang diéu dau tién phai duoc thyuc hién 13 ¢6 dao tao vé CMMI cho ngudi phat
trién dé cho ho c6 thé hiéu va thuc hién hoat dong cai tién. Mic dau cé hai 1a nhirng hoat
déng can thiét nhung chung phai khéng dugc thuc hi¢n trudce. To1 tin r?mg thu dugc cam
két tir ngudi chu cong ti phai 1a diéu dau tién va 1a quan trong nhat. Bat ki cai tién nao
ma khong c6 cam két tir nguoi quan 1i cip cao s& khong bao gio ¢6 tac dung.

Li do cac nha trr viAn nhan manh vao viéc ¢ danh gia trude hét 1a vi d6 1a cach ho lam
tién. Panh gia dién hinh ton nhiéu tién ($20,000 USD t&i $ 40,000 USD) dé cho cong
ti biét no dang ¢ dau trén cac mirc CMMI nhung d6 chi 1a hoat déng dau tién. Lap ké
hoach cai tién thém yeu cau phi phu thém. C6 nhiéu hoat dong tu van hon can phai di
theo noi cong ti phai tiép tuc tra tién trudc khi né co thé cai tién. Mot s6 cong ti dao tao
chu truong dao tao CMMI trude bdi vi ho lam tién theo cach dé nira. Mot 16p CMMI
can ban c¢6 thé tén $10,000 USD hay hon nhung né chi 1a chi phi dau tién. C6 nhiéu dio
tao hon dugc cin t6i vé sau. Bang viéc di theo nhimng 15i khuyén d6, cong ti phai chi
nhiéu tién trude khi ho c6 thé cai tién duoc cai gi. Do d6, diéu quan trong 12 ngudi chu
cong ti hiéu moi budc can thiét vé cai tién qui trinh.

Trudce khi bat dau cai tién qui trinh nguoi chi cong ti can tra 10i nhitng cau hoi sau: “Tai
sa0 ban quan tam t&i viée dung CMMI? Tai sao ban mudn cai tién qui trinh? Li do gi
ban mudn thay d6i cach cong ti ciia ban phat trién phan mém? Ban c6 sin 1ong dau tu
vao con ngudi riéng ctia ban khong? Ban c6 cam két lam cho moi su xay ra trong cong
ti ci ban khong? Ban co biét rang cai tién qui trinh 13 cudc hanh trinh dai khong? Ban
c6 san long quyét tam theo dudi trong nhiéu nim cac hoat dong cai tién dé dat toi két
qua mong mudn khong? Chimng ndo ban chua thé tra 161 duoc nhimg cau hoi nay mot
cach trung thyc, ban KHONG nén bit dau cai tién qui trinh. Tét nhién, néu moi diéu ban
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mudn 1a manh gay “chimg nhan CMMI” thi t6i khong c6 binh luan thém gi nita. Khong
can thao luan thém nira.

Nguoi chu cong ti pha1 hiéu ring “cai tién thuc 13 cudc hanh trinh dai. N6 c6 nhiéu
chuéng ngai, nhiéu van dé, va khéng co quyet tam manh dé di theo moi cach, no s&
khong thanh cong. Néu du an cua ban c6 nhiéu 16i, néu du 4n cua ban khéng dap tng
lich biéu, néu cong ti ciia ban c6 nhiéu viéc thay ngudi phat trién, néu cong ti cua ban
mAt tién va mat khach hang thi cai tién qui trinh 1a 1i do tot. Néu ban mubn mé rong
doanh nghiép ctia ban tir dia phuong ra toan cau, mudn xay dung danh tiéng tt 13 cong
ti co chat lu’O’ng, thlet 1ap “tén hiéu” cho cong ti clia ban thi cai tién qui trinh ciing 1a i
do t6t. Néu ban mudn cong ti cua ban co nhu:ng ngudi phat trién gioi voi ket qua dy an
tdt thi cai tién qui trinh 4 1i do tdt. Néu ban mudn c6 loi nhuan, lam nhiéu tién hon trudce
day thi cai tién qui trinh ciing 1a 1i do tot. Tuy nhién, ban phai kién nhin va quyét tim
lam cho nd xay ra, khong phai trong mot nam, khong phai trong hai ndm, ma lién tuc
béi vi cai tién khong bao gior ding lai.

Nén tang cta cai tién dung CMMI 1a mdi twong hd gitta qui trinh, san pham va két qua
doanh nghiép. Qui trinh t6t phai mang t6i san pham tt va san pham tot phai mang t6i
két qua doanh nghiép tot. Tuy nhién, nhiéu ngudi chi héi tu vao viée c6 “qui trinh” ma
khong tinh toi san pham va két qua doanh nghiép. Piéu lam t6i ngac nhién 1a ngudi chua
cong ti dé cho diéu do xay ra theo cach d6. Tai sao moi ngudi chi muén co chimg chi
ma khong c6 két qua thuc nao? Tai sao moi ngudi mudn “quang cao” cai gi d6 ma ho
tham chi khong biét? Ho co biét ring “quang céo gia” c6 thé dem t6i két qua tham hoa
khong? Khi mot cong ti dat téi chirng nhan CMMI Mic 5, ngudi chu c6 thdy thay doi gi
so voi nam trude khong? Bao nhi€u du an da dat téi chat lugng cao, dap trng muc ti€u
chi phi va thoi gian? Lbi trung binh trong cong ti 1a gi? Phan traim du an dap ung lich
biéu 14 gi? Doanh nghiép c6 tang 1én khong? Cong ti c6 nhiéu khach hang hém nay hon
vai nam trudc khong? Thu nhap c6 ting 1én dang ké khong so voi vai nam trudc?

T6i tin rang danh gia CMMI chinh thuc 1a tiéu chi cho tinh hop thirc, chinh xac, cong
tac, nhat quan, va du 1a cach rat tt dé hicu nhfrng diém manh va diém yéu cua cong ti
cua ban. Toi cling tln dao tao CMMI 1a c6 gia tri dé gitip nguoi phat trién biét nhiéu hon
vé qui trinh phan mém. Tuy nhién, khéng c6 quyét tim manh cta ngudi chu cong ti toi
tu hoi dleu gi sé xay ra? Cai gi s& xay ra cho ngudi phat trién, ngum tin rang cong ti s€
cai tién r0i chang thay gi xay ra? Cai gi s xay ra khi moi ngudi thay nhiéu 1an cai tlen
bi that bai? Ho mat niém tin ctia ho vao cap quan li thi cai gidy ra ciing chang thanh van
dé, cong ti s& khong bao gid co kha ning cai tién céi gi.

Trudc khi tham gia vao cai gi d6 ton kém va yéu cau nhi€u no luc, ban c6 thé can tra 101
nhitng cau hoi nay mot cach trung thuc trude khi nhay vao cai gi do6 ban c6 thé hoi tiéc

vEé sau.

—-English version—-
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Process Improvement: Questions to ask

I have received several emails regarding articles that I wrote about process improvement
using the CMMI. It seems there are still different opinions about implementing it.
Consultants advocate that the first thing to do is having an appraisal to determine the
maturity level of the company. By knowing the level of the company, consultants can
help develop improvement plan so the company can move to the next levels. Training
companies disagree and claim that the first thing should be done is having CMMI
training for developers so they can understand and implement improvement activities.
Although both are necessary activities but they should not be done first. I believe that
obtaining commitment from company owner should be the first and the most important.
Any improvement without commitment from senior managers will never work.

The reason consultants emphasize on having an appraisal first because it is how they
make money. Typical appraisal costs a lot of money ($20,000 USD to $ 40,000 USD)
in order for the company to know where it is on the CMMI levels but that is only
the first activity. Additional improvement planning requires additional fees. There are
more consulting activities to follow where company must continue to pay before it can
improve. Some training companies advocate CMMI training first because they make
money that way too. A basic CMMI training class could cost $10,000 USD or more but
it is only the first. There are more training needed afterward. By following those advices,
company has to spend a lot of money before they can improve anything. Therefore, it
1s important that for company owner to understand all necessary steps about process
improvement.

Before starting process improvement company owners need to answers following
questions: “Why are you interested in using the CMMI? Why do you want to improve
the process? What are reasons that you want to change the way your company develop
software? Are you willing to invest in your own people? Are you committed to make
things happen in your company? Do you know that process improvement is a long
journey? Are you willing to commit many years in improvement activities to achieve the
desire results? Unless you can answer these questions honestly, you should NOT start
the process improvement. Of course, if all you want is a “CMMI certificate” paper then
I have no more comment. There is no need to discuss any further.

Company owner must understand that “Real improvement” is a long journey. It has
many obstacles, many problems, and without strong commitment to go all the way,
it will not succeed. If your projects have many defects, if your projects do not meet
schedule, if your company have high turnover of developers, if your company is
losing money and losing customers then having process improvement is a good reason.
If you want to expand your business from local to global, want to build a good
reputation as a quality company, establish a “Brand name” for your company then
process improvement is also a good reason. If you want your company to have the best
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developers with good project results then process improvement is a good reason. If you
want to be profitable, make more money than before then process improvement is also
a good reason. However, you must have patient and commit to make it happens, not in
one year, not in two years, but continuously because improvement never stop.

The fundamental of improvement using the CMMI is the correlation between process,
product, and business result. Good process must bring good products and good product
must bring good business results. However, many people only focus on having
“process” without the product and business results. This has surprised me that company
owners let it happens that way. Why people only want to have a certificate without any
real results? Why people want to “advertise” something that they do not even know?
Do they know that “False advertising” could bring disaster results? When a company
achieves a CMMI Level 5 certificate, does the owner see any changes from last year?
How many projects have achieved high quality, meet costs and time objectives? What
are the average defects in the company? What is the percentage of project that meet
schedule? Does the business increase? Does company have more customers today than
few years ago? Is revenue increase significantly in the past few years?

I do believe that a formal CMMI appraisal with its criteria for validity, accuracy,
corroboration, consistency, and sufficiency is very good way to understand your
company strengths and weaknesses. I also believe CMMI trainings are valuable to help
developers know more about software process. However, without a strong commitment
of company owner I wonder what would happen? What would happen to developers
who believe that the company will improve then see nothing happen? What will happen
when people see so many times improvement failed? They lose their faith in
management then no matter what happen, the company will never be able to improve
anything.

Before engage into something expensive and require a lot of efforts, you may need to

answer these questions honestly before jumping into something that you may regret
later.
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