Ky Nang Cot Loi Cua Mot
Software Project Manager
(SPM)

"Khdng Can La Developer Xuat Sac, Nhung Phai La Nguoi K&t N6i Tuyét Voi!"

1. Gid6i Thiéu: SPM Khac Gi Véi Technical Lead?

[T Quan niém sai lam: "PM phai gidi code hodc thiét ké hé théng" — Sai!
1] Su that:

e SPM la nguoi két ndi gilta khach hang, team dev, tester, va stakeholders.
e Vi du thuc té: Mot SPM tai Google khéng cén viét code Al nhung phai hi€u quy trinh phat
trién Al dé lap ké hoach.

44 "SPM giéng nhu mét nhac trudng - khéng can choi giéi moi nhac cu, nhung phai
biét cach hoa &m dé ban nhac hoan hgo."

2. Ky Nang Sinh Ton Caa SPM

® Ky Nang Giao Tiép (Communication)

"Over-communicate is better than under-communicate!"

e Ap dung trong du an:
o V6i team dev: Dung daily stand-up meeting (15 phat/ngay) dé€ cap nhat tién do.
o V@i khach hang: GUi bdo cdo tuan bang email template (kém 3 muc: Done/In

Progress/Blockers).
o Voi stakeholders: Dung RACI Matrix (Responsible, Accountable, Consulted,

Informed) dé€ xac dinh ai can biét thong tin gi.

Vi du: Khi khach hang déi yéu cau, SPM phai:

1. Thong bdo ngay cho team dev.
2. Phan tich impact I1én timeline.



3. Trinh bay ré rang véi khach hang vé trade-off (thém time/budget hay cat tinh nang
khac?).

@ Quan Ly Thoi Gian (Time Management)

"Cudc hop khéng cé chuong trinh nghi su(agenda) giong nhu di bién khéng cé ban!"

e Céng cu ho tro:
o Time blocking: Chia ngay thanh cac khung gid cé dinh (VD: 9h-10h check email,
10h-11h hop team).
o Pomodoro Technique: Lam viéc 25 phut, nghi 5 phat d€ tranh burnout.
e Tips cho meeting hiéu qua:
o GUi agenda truéc 24h.
o Khéng meeting qua 45 phut.
o Ludn két thic bang action items (Ai lam gi? Deadline khi nao?).

Case study: Mot SPM tai startup dung Google Calendar mau sac:

e Mau doé: Deadline quan trong.
e Mau xanh: Meeting ndi bo.
e Mau vang: Thoi gian tap trung lam viéc ca nhan.

® Giai Quyét Van bé (Problem Solving)
"Khdéng cé van dé nao ton tai mai - chi cé giai phap bi tri hoan!"

o Framework xu ly van dé:
1. Define: M6 ta van dé bang 5 Whys (VD: "Sprint chdm 3 ngay" - Tai sao? Do code
phic tap — Tai sao? Do thi€u tai liéu API...).
2. Prioritize: Dung Impact/Effort Matrix (Uu tién van dé cé impact cao, effort thap).
3. Solve: Brainstorming véi team, chon 1-2 gidi phap kha thi.

Vi du thuc té:
e Van dé: Tester va developer tranh cai vé bug priority.
e Gidi phap cua SPM:

o Ap dung bug classification (Critical/Major/Minor).
o Dung bug triage meeting hang tuan dé clung phan loai.

@ Nhan Thuc Té Chuc (Organizational Awareness)

"Bi€t nguoi biét ta, tram tran tram thang!"

e 3 Diéu SPM Can Nam Ré:
1. Roadmap cdng ty: DE tranh xung dét tai nguyén (VD: Tranh lap ké hoach release
app vao dung thang team Al ban train model).



2. Cac du an song song: Biét ai dang lam gi dé chia sé tai nguyén (VD: Dung chung
UX designer cho 2 du an nhd).

3. Van héa cdéng ty: Hi€u cach ra quyét dinh (VD: Céng ty Nhat can su dong thuén
cao, cong ty My uu tién toc do).

Cong cu:

e Org chart: D€ biét ai phu trach mang nao.
o Stakeholder map: Phan loai theo muic d6 anh huéng (High/Medium/Low).
® Ngoai Giao & Pam Phan (Diplomacy)

"Khéng c6 tinh huéng 'khéng thé' - chi cé cach ti€p can chua dung!"

e Tinh huéng khé va cach xu ly:
o Khdch hang doi thay déi last-minute:
- Dung "Yes, if..." thay vi "No" (VD: "Yes, néu anh déng y tang budget 20% hodc lui
deadline 2 tuan").
o Team member xin nghi diung sprint cudi:
- Dé xuat knowledge transfer trudc khi nghi, hodc phan bé lai task.

Ky thuat dam phan Harvard:
e Win-Win: Tim gidi phap 2 bén cung cé lgi.

e BATNA (Best Alternative To a Negotiated Agreement): Ludn chuan bi phuong an du
phong.

3. Bai Tap Thuc Hanh
Tinh huéng: Ban la SPM quan ly du an app e-commerce.

e Van dé 1: Khach hang mudn thém tinh nang "livestream ban hang" vao phut chot.
e Van dé 2: Lead developer bdo é6m 1 tuan ddng IGc chuan bj release.

Yéu cau: Ap dung 5 ky nang trén dé giai quyét (viét ké hoach 200 tu).

4. Tai Nguyén Ho Tro

e Sach: "The Pragmatic Programmer" - tips ky thuat dé PM hiéu dev.
o Template: Stakeholder communication plan (mién phi trén Notion).
e Tool: Slack + Zoom dé giao ti€p async/sync.

44 "Mot SPM gidi khéng phai la ngudi lam moi thir - ma la ngudi gidp moi ngudi lam
didng thar ho gici nhat!"
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