Chuang 8. QL Rui ro

CHUONG 8.
Quan ly Rui ro Du an.

Muc dich.

8.1.
o Quan Iy rdi ro dw an 1a mot nghé thuat va nhixng nhan biét khoa hoc, 1a

Hiéu dworc rdi ro la gi va tAm quan trong cla viéc quan ly tét rdi ro dw an
Hiéu dwoc qui trinh Quéan Iy Rui ro.

M6 ta quy trinh phan tich va nhitng cong cu k§ thuat gitp nhan biét
nhirng rui ro dy an

Cung cép nhirtng Phuong phap st dung trong Qui trinh Quan ly rai ro.
Mb ta phan mém co thé hé tro trong viéc quan ly rdi ro dw an.

Tam Quan trong ctia Quan ly rui ro.

nhiém vu, va sy déi phé véi rii ro thdng qua hoat dong cia mét dw an
va nhirng muc tiéu doi hdi quan trong nhat ctia dw an

o Quan ly rdi ro thwdng khdng duge chua y trong cac dy an, nhwng no lai

gilp cai thién Cﬂwc sy thanh cong clia dy an trong yiéo giup chon lya
nhirng dy én’t(“)t, xac dinh pham vi dw an, va phat trién nhirng wéc tinh
co tinh thuwe té

o Mot nghién clru cua Ibbs va Kwak chi ra viéc quan ly rdi ro khéng khoa

hoc nhw thé nao, dac biét 1a trong nhirng dw an céng nghé théng tin

o Nghién clru cia KPMG cho thdy 55% cac dw an dwdng bang san bay

8.2.
The nao la rai ro?

khéng chu trong trong viéc quan ly rdi ro.
Qui trinh Quan ly Rui ro.

M6t tir dién da dinh nghia vé rii ro 1a “sw mat mat hoac ton thuwong co
thé xay ra”

RUi ro dy an lién quan t&i sw thu hiéu nhirng van dé tiém tang & phia
trwdc co thé xuat hién trong dw &n ma chuiing sé can tré sy thanh cong
cla dy an ra sao

Muc dich ctia viéc quan ly rai ro dy an la giam toi thiéu kha nang rdi ro
trong khi do tang toi da nhirng co' hdi tiem nang. Nhikng tién trinh chinh bao
gom:

Lap K& hoach quan ly rGi ro: quyét dinh tiép can va hoach dinh nhirng
cong viéc quan ly rdi ro cho dw an nhw thé nao

Nhan biét rti ro: xac dinh yéu t6 rdi ro nao anh hwéng téi mot dw an va
tai liéu vé nhirng dac diém cla chang

Phan tich tinh chét rdi ro: dac diém, phan tich rdi ro wu tién xem xét
nhi*rng anh hwédng clia chung t&i muc tiéu cta dy an

Phan tich mrc dd rdi ro: xem xét kha nang cé thé xay ra va hau qua cla
nhirng rdi ro

Ké hoach dbi pho ri ro: thue hién nhirtng budc dé cao nhitng co' hoi va
cat giam bot nhung mbi de doa dap (rng nhung muc tiéu cua dv an.
Giam sat va kiém soat rdi ro: giam sat rii ro da phat hién, nhan biét rdi
ro méi, cat gidm rdi ro, va danh gia hiéu qua cua viéc cat giam rui ro.

Trwong My Dung 78
www.fit.hcmuns.edu.vn/~tmdung

Mail= tmdung@fit.hcmuns.edu.vn




Chuang 8. QL Rui ro

8.2.1.  Lap Ké hoach quan ly rai ro.
= Thanh vién trong dw an nén xem xét cac tai liéu ctia dy an va nam dwoc
nguy co dan t&i rdi ro clia nha tai tro ciia céng ty
=  Muc do chi tiét sé thay déi nhirng yéu cau clia dy an

Bing 1. Cac cau hoi can dé cap trong ké hoach quan ly rti ro.

= Tai sao diéu quan trong la cd/khéng tinh rdi ro nay trong muc
tiéu Dy an?

= Caigilarairo dac thu, va cac két xuat vé ngan chén rdi ro?

= RUi ro nay cé thé ngan chan nhw thé nao?

= Nhirng ai la c6 trach nhiém vé thwc hién ké hoach ngan chén
rdi ro?

= Khi nao thi hién ra cac mbc chinh trong céc tiép can rdi ro?

= Can nhirng tai nguyén gi, t&i dau dé ngan chan rai ro?

Trong Lap K& hoach rii ro, can phéi c6 thém Ké hoach dw phong, Ké
hoach rut lui, Quy dw phong:

= K& hoach dy phong (d6i phé nhirtng bat ng®) la nhirng hoat dong xac
dinh trwdc ma thanh vién cda dw an sé thwe hién néu mot sw kién rdi ro
xuét hién

= K& hoach rit lui dwoc thwe hién cho nhirng rii ro cé tac dong Ion t&i
nhirng yéu cau muc tiéu cla du an

. Quy dw phong (b4t ngd) hay tién tro cip dwoc gitr b&i nha tai tro va cé
the dung gidm nhe chi phi hay rui ro lich biéu néu c6 nhirng sw thay ddi
vé pham vi hay chét lwong

M6t sé nghién ciru cho thdy nhirng dw an céng nghé théng tin phai ganh
chiu mot sé rui ro phd bién :
= Nhém Standish Group phat trién bang diém tiém nang thanh céng cua
cac dw an CNTT dwa trén céc rii ro tiém nang, theo Bang sau day :

Bing 2. Bang diém tiém ndng thanh céng cua du an CNTT

Tiéu chudn thanh céng Diém
Ngudi sir dung vao cudc 19
Ldnh dao HO trg QL 16
Phat biéu rd rang cac yéu cau 15
Lam ké hoach phu hap 11
Mong dgi thuc té€ 10
Cac mGc chinh cta du an khiém ton han 9
Doi ngli NV ¢cd ndng luc 8
Quyén sé hitu 6
Muc tiéu va tam nhin sang to 3
Chui lam viéc ndng- NV tap trung 3
Tong 100
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= Cong ty McFarlan phat trién mét hé thong tham do rdi ro gitp danh gia
rdi ro, chang han qua Bang tham do sau day:

Bang 3. Bang Tham do cuia Cong ty McFarlan
1. Tho&i gian dw kién thwe hién.
a. Duwoi 12 thang Thép =1
b. Tw Vira =2
c. Trén Cao=3
2. Sb6 Ngay cong duy kién.
a. 12 dén 375. Thap =1
b. 375 dén 1875. Vira = 2
c. 1875 dén 3750 Vira = 2
d. Trén 3750 Cao=3
3. S6 Phong Ban li én quan (kh 6ng k & IT)
a. 1 Thép =1
b. 2 Vira =2
c. 3 hay nhiéu hon Cao=3
4. Yéu cau Phan cirng cho Dv an.
a.

Mot sb pham tru rii ro khac gidp nhan biét nhivng rdi ro tiém tang:

= Rui ro thj trwdng: San pham méi sé hivu ich cho céng ty hay cé thé tiéu
thu nd & cac cong ty khac? Va liéu ngwdi tiéu dung c6 chap nhan san
pham hay dich vu d6 khéng?

= RUi ro tai chinh: Liéu cong ty c6 du diéu kién dé thwc hién dw an? C6
phai dw an nay |a cach tét nhat dé str dung nguén tai chinh ctia cong ty?

= RUi ro cong nghé: Liéu duw an cé kha thi vé mat ky thuat? Liéu cong
nghé nay cé 16i thoi trudc khi mot san phdm dwoc san xuat?

8.2.2.  Nhan biét rui ro.

Nhan biét rdi ro 1a quy trinh ndm bt nhirng gi khéng thod man tiém tang tw

bén ngoai lién quan t&i méi dw an. Mot sb cébng cu va ky thuat Nhan biét rui

ro bao gém:

» Phat huy tri tué dan chu (Brainstorming).

= Ky thuat Delphi.

= Phéng van (Interviewing)

= Phan tich Manh-Yéu-Th&i co-Nguy co  (SWOT=Strong-Weak-
Opportunity-Threats)

8.2.3. Phan tich tinh chéat rai ro (Binh tinh).

= Panh gia kha nang co thé xay ra va tac dong cla rdi ro dé xac dinh quy mé va
db wu tién.
= Cong cu va ky thuat lwgng tinh vé rii ro gom:
o Ma tran Xac suat/Tac dong.
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o Ky thuat theo déi 10 danh muc rui ro hang dau

Muc Rui ro XEP  HANG  TUNG THANG | Tién hanh Giai quyét Rui ro.
Lap K& hoach 1 2 3 Xem lai ké hoach

Khéng phu

Xac dinh 2 3 3 Hop véi Khach hang & Nha
pham vi kém tai trg lam rd hon vé pham
Thiéu su Lanh 3 1 2 B& nhiém NV QL Du’ 4n mdi
dao/Chi dao thay thé

Udc tinh Chi 4 4 3 Xem lai Udc tinh chi phi
phi chua

Uéc tinh Thdi 5 5 3 Xem lai cdc Udc tinh Lich
gian kém biéu

o Dbanh gla cua chuyén gia. Nhiéu coéng ty dwa vao truc giac va kinh
nghiém cla cac chuyén gia dé _giup trong viéc nhan biét xu thé cha rai
ro dy an. Céac chuyén gia co thé phan loai rui ro nhw cao, vira, hay thap
dung nhirng ky thuat tinh vi hay tam thudng

8.2.4. Phan tich mwrc do rui ro (Dinh Iwong).

Théng thuwéng theo sau viéc phan tich tinh chét rdi ro, nhung ca hai khau
nay c6 thé thuc hién ddng thoi hodc tach rei. Nhirtng dw an quy md, phire tap
lién quan t&i cdng nghé tién tién thworng doi héi phan tich mire d& pham vi rong
I&n. Ky thuat chinh gom :

o Phan tich dung cay quyét dinh (Deision tree analysis).

Cay quyet dinh la mét phwong phap dung biéu dd giup ban chon lya hanh
dong tdt nhat trong cac tinh huong & d6 két qua twong lai la khong chéc
chan. MV |a mét dang cay quyet dinh glup tinh toan gia tri EMV ctia moét
quyét dinh dwa trén xac suét sw kién rui ro va gia tri ky vong tién té. Ta co

thi du sau:
Probability (P) times Outcome = EMV

P=.20 X $300,000 = +$60,000

Project 1

Decision P=.80 X —$40,000 = —$32,000

P=.20 X —$50,000 = —%10,000

Project 2 P10 X —$20,000 = —$2,000
P=.70 X $60,000 = $42,000

Project 1's EMV = $60,000 —32,000 = $28,000
Project 2's EMV = —$10,000 —2,000 + 42,000 = $30,000
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8.2.5.

Chuang 8. QL Rui ro

M6 phéng (simulation). Md phdng diing md hinh ctia mot hé théng dé
phan tich hanh vi mong cho hay hoat dong clia hé thong Phwong phap
Monte Carlo md phong két qua ciia mét md hinh nhiéu lan dé cung cp
mot phan bd théng ké clia nhivng két qua da tinh toan

Ké hoach déi phé rdii ro.

Sau khi nhan biét mirc d6 rdi ro, ban phai quyét dinh d6i pho nhw thé nao. Ta
c6 4 chién lwgce chinh:

o

o

8.3.

8.4.

Tranh rui ro: loai trlr mé cac rd rang mbi de doa hay rui ro, thuwdng loai
trlr nguyén nhéan

Chap nhan rui ro: chap nhan két qua néu rai ro xay ra

Thuyén chuyén rai ro: luan phién hau qua rdi ro va giao trach nhiém
quan ly cho bén th ba.

Giam nhe rui ro: viéc gidm bét anh hwdng mét s kién rdi ro bang viéc
cat giam nhirng gi c6 thé khi sw cb xay ra.

Giam sat va kiém soat rui ro.
Giam sat va kiém soat rdi ro lién quan t&i viéc hiéu biét tinh trang cua
chung
Kiém soat rai ro lién quan dén viéc thwe hién ké hoach quan ly rdi ro khi
chung xay ra
Két qua chinh cla viéc giam sat va kiém soat rii ro 1a diéu chinh hoat
dong, yéu cau thay déi dy an, cap nhat nhirng ké hoach mai
Kiém soat dbi pho rui ro lién quan dén viéc chdp hanh nhirng quy trinh
quan ly rdi ro va ké hoach rii ro dé dbi pho véi nhirng sw kién rai ro.
RUi ro phai dwoc kiém soat co ban theo déc diém tirng giai doan cu thé,
c6 sw quyét dinh dbi v&i nhirng rdi ro va cé chién lwoc lam gidm nhe rai
ro

Dung Phdn mém dé Quan ly Rui ro.

Cau hoéi.

1. Khi dé cap dén ké hoach quan Iy rui ro cin phai xét dén cac yéu té nao?

2. Céac ngudn rii ro phd bién trong cac dw an CNTT.

3. Sw khac biét gitra ky thuat “brainstorm” va Delphi trong viéc xac dinh cac

rdi ro. Yu diém va nhwoc diém cta méi ky thuat.

Trinh bay cach st dung cay quyét dinh (decision tree) va phwong phap
Mgnte Carlo ddi v&i cac rui ro dinh lwgng. Cho vi du vé cach sir dung
moi ky thuat cho dw an CNTT.

Liét ké cac cbng cu va ky thuat theo dbi va kiém soat rui ro.
Cach str dung Microsoft Project va Excel dé hé tro quan ly rdi ro dw an.
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Chuang 8. QL Rui ro

1. Tim kiém trén Internet cac phan mém vé quan tri rdi ro. Pu diém va nhuoc
diém khi str dung nhirng phan mém nay. Viét bao cao 2 trang vé it nhat 3 phan

mém loai nay.

2. Mot cong ty c6 4 dw an dé tham gia dw thau. Thong tin vé méi dv an duoc
trinh bay trong bang dw¢i day. Vé biéu dé va tinh gia tri EMV cho méi dw an.

Viét vai trang mé ta dw 4n nao ban sé tham gia thau.

Dy an Co hoi thang thau Uéc lwong loi nhuan
Dy an 1 50% 120.000%
50% -50.000%
Dy an 2 30% 100.000%
40% 50.000%
30% -60.000%
Dw an 3 70% 20.000%
30% -5000%
Dy an4 30% 40000%
30% 30000%
20% 20000%
20% -50000%

3. Tim vidu vé cong ty c6 rui ro cao trong mot qu an CNTT,vé da th?nh cbng, va
mot cong ty ¢o rui ro cao va that bai. Tong két va rat ra két luan vé hai dy an

nay.
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TU KHOA - KEY TERMS.

KE HQACH DU PHONG (CONTINGENCY PLANS) —Nhi*ng hanh d6ng ma nhém dy an sé
thwe hién néu c6 rdi ro xay ra (predefined actions that the project team will take if an identified
risk event occurs).

Ky thuat DELPHI — Cach tiép can dé dwa t&i mot sy dong thuan trong mét Haéi ddng cac
chuyén gia va tranh mét sy léch lac c6 thé cé (An approach used to derive a consensus among
a panel of experts, to make predictions about future developments).

EMV (EXPECTED MONETARY VALUE) - (the product of the risk event probability and the risk
event’'s monetary value).

SO PO ANH HUONG (INFLUENCE DIAGRAMS) — so db biéu dién cac bai téan quyét dinh
bang cach hién thi cac phan t& chu yéu, bao gdm cac quyét dinh, khéng chac chan, muc tiéu va
cach anh hwéng lan nhau gitra cac yéu td (diagrams that represent decision problems by
displaying essential elements, including decisions, uncertainties, and objectives, and how they
influence each other).

Phan tich MONTE CARLO - Ky thuat dinh lwong rdi ro, cung cAp mét phan bd thdng ké
nhitng két qua da tinh téan (a risk quantification technique that simulates or model’'s outcome
many times, to provide a statistical distribution of the calculated results).

MA TRAN XAC XUAT/ANH HUONG (PROBABILITY/IMPACT MATRIX or CHART) — (a matrix
or chart that lists the relative probability of a risk occurring on the other).

Phan tich dinh tinh Rui ro (QUALITATIVE RISK ANALYSIS) — (qualitatively analyzing risks
and prioritizing their effects on project objectives).

Phan tich dinh lwong Ruai ro (QUANTITATIVE RISK ANALYSIS) — (measuring the probability
and consequences of risks and estimating their effects on project objectives).

Nhipng rai ro tan dw (con rét lai) [RESIDUAL RISKS] - risks that remain after all the response
strategies have been implemented.

RUI RO (RISK) — (the possibility of loss or injury)

Thu ghét rui ro (RISK AVERSE) — having a low tolerance for risk.

Tranh né rai ro (RISK AVOIDANCE) — eliminating a specific threat or risk, usually by
eliminating its causes.

BIEN CO RUI RO (RISK EVENTS) — specific circumstances that may occur to the detriment of
the project.

NHAN TO RUI RO (RISK FACTOR) — numbers that represent overall risk of specific events,
given their probability of occurring and the consequence to the project if they do.

Nhan biét rai ro (RISK IDENTIFICATION) — determining which risks are likely to affect a project
and documenting the characteristics of each.

KE HOACH QL RUI RO (RISK MANAGEMENT PLAN) — a plan that documents the procedures
for managing risk throughout the project.

Lap ké hoach (cho viéc) Quan ly rai ro (RISK MANAGEMENT PLANNING) — deciding how to
approach and plan the risk management activities for a project, by reviewing the project charter,
WBS, roles and responsibilities, stakeholder risk tolerances, and the organization’s risk
management policies and plan templates.

Lam suy giam rui ro (RISK MITIGATION) — reducing the impact of a risk event by reducing the
probability of its occurrence.

Trung hoa cac rai ro/lkhéng bj cac rai ro anh hwéng dén (RISK NEUTRAL) — (a balance
between risk and payoff).

Chuyén héa rii ro (RISK TRANSFERENCE) - shifting the consequence of a risk and
responsibility for its management to a third party.

Loi ichl/ich lgi rui ro (RISK UTILITY — RISK TOLERANCE) — the amount of satisfaction or
pleasure received from a potential payoff.

Rui ro Thir cap (SECONDARY RISKS) — risks that are a direct result of implementing a risk
response.

DANH MUC 10 RUI RO HANG PAU (TOP TEN RISK ITEM TRACKING) — a qualitative risk
analysis tool for identifying risks and maintaining an awareness of risks throughout the life of a
project.

Nhirng kich hoat (TRIGGERS) — Nhitng chi dan vé cac bién cb rai ro that sy (indications for
actual risk events).

Lam xoay quanh/Pi vong quanh (WORKAROUNDS) — Nhitng phdn (rng khéng cé du kién
trong ké hoach dbi v&i cac bién cb rii ro (unplanned responses to risk events that project teams
use when there is no contingency plan in place).
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ON TAP

Dat chiy cai ctia cum tir thich hop ké& vao cac mé ta danh sé dudi day:

A. EMV

B. Phan tich Monte Carlo

C. Trung hoa céc rii ro/khéng bi cac rdi ro &nh hwéng dén (risk neutral)

D. Tim dén rai ro (risk seeker)

E. Loi ich/ich lgi rdiro (risk utility)

F. Lam suy gidm rdi ro (risk mitigation)

G. Tranh né rui ro (risk avoidance)

H. Phan tich Binh tinh rdi ro (qualitative risk analysis)

l. Phan tich dinh lwgng (quantitative risk analysis.)

J. Nhan biét rdi ro (risk identification)

K. Lap ké hoach (cho viéc) Quan ly rai ro (risk management planning)

L. Nhirng rui ro tan dw (con rét lai) (residual risks)

M. Rui ro Th& c&p (secondary risk)

N. Nhirng kich hoat (triggers)

0. Lam xoay quanh/bi vong quanh (workarounds)

P. Chuyén héa ri ro (risk transference)

Q. Thu ghét rai ro (risk aversion)

R. Ky thuat Delphi.

_ Ban bam theo cac trién déc xanh (cay cd) khi ban truot tuyét nhd d6 ban it bi nga
dau.

o Ban khéng di trwot tuyét nén ban khong bi nga.

L Ban da bam theo nhirng trién déc xanh, nhwng bat thAn mot k& mai tap lwét van lao
vao ban.

. Ban thich trwot tuyét trén nhirng trién déc kim cuwong den, leo ndi, nhao 16n, luét
van trén khong,..

! Dung dé dwa téi mot sw ddng thuan trong moét Hoi ddng cac chuyén gia va tranh
mot sw l1éch lac cé thé co.

o Nhikng chi d&n vé cac bién cb rii ro that suw.

o Ky thuat dinh lwong rdi ro ma cung cap cho ta mét phan bd thdng ké nhirng két
qua da tinh toan.

o Nhirng két qua trong mot sw xép wu tién cac rai ro.

! Nhirng phan tng khong co dw kién trong ké hoach dbi v&i cac bién ¢ rui ro.

10 Qua trinh d4u tién lién quan dén viéc Quan ly rdi ro
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