AIX »+ QUY TRINH VAN HANH CHUAN (SOP)

B6 cong cu kiém soat yéu cau thay déi pham vi (CR)

Tai liéu thwe chién ERP « Al-X — ai-x.vn * Cap nhat 2026-06-04 07:18:00

Phién bén PDF mién phi — lién hé Al-X dé nhan bo biéu méu dién sén & tw van 16 trinh.

Hwéng dan Bd cong cu kiém soat yéu cau thay déi pham vi (Change
Request)

B& cong cu di kém SOP-SCOPE-02, dung d& moi yéu cau ngoai pham vi déu dwoc danh gia va tinh phi dung,
khéng con "lam mién phi" am tham.

1. Danh muc biéu mau

1 Nhat ky thay déi pham vi (Change | Theo dai lién tuc moi CR cla dy an
Log)
2 Mau danh gia tac dong CR Mbi khi c6 yéu cau ngoai pham vi
phat sinh
3 Mau bao gid bd sung (Change | Khi CR dwoc xac nhan can tinh phi
Order)
4 Dashboard CR va scope creep Theo dai lién tuc, ra soat dinh ky

2. Muc dich cua tirng biéu mau

Nhat ky thay déi pham vi 1a ngudn di liéu trung tdm cho moi CR; M&u danh gia tac dong chuén héa cach wéc
lwong effort bd sung; Mau bao gia bd sung la cdn c& chinh thirc dé thu thém doanh thu; Dashboard giip PMO
phat hién sém dy an c6 nguy co scope creep.

3. Ngwei 1ap, ngwoi kiém tra va nguwei phé duyét
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Nhat ky thay dbi pham vi PM dy an PMO PM dy an

MA&u danh gia tac dong CR | Kién tric sw giai phap PM dw an PMO (néu tac dong I6n)
MA&u b&o gia bd sung Nhan vién kinh doanh PM dvw an Khach hang xac nhéan
Dashboard CR va scope | PMO PM dvw an CEO/BOD

creep

4. Hwéng dan dién tirng trwdng

Moi CR phai ghi rd ngudn gbc yéu cau (hop/email/chat), khéng ghi chung chung "khach hang yéu cau". Effort b
sung wéc lwong theo gid cong cu thé cho tirng hang muc, khéng wéc lwong gdp. Trang thai CR phai cap nhat
theo thoi gian thwe, khong dé "treo" & trang thai chd duyét qué lau.

5. Vi du c6 dir liéu minh hoa

Vi du mang tinh minh hoa, khéng phai sb liéu that.

CR-2026-0089 B6 sung quy trinh | 60 gi® ba duyét 45.000.000d
phé duyét tuy chinh

6. Quy tac validation

Khoéng duoc bat dau thwe hién mot CR khi chua cé phé duyét/xac nhan tir khach hang, trir trwérng hop ngoai 1@
da dwoc PMO cho phép trwérc. Moi CR phai cé danh gia tac dong trwde khi chuyén thanh bao gia bd sung. CR tac
dong 1&n (vwot ngwdng gid cdng quy dinh) bat budc phai qua PMO, khéng duoc PM tu quyét.

7. Cong thirc KPI

Ty 1& CR ghi nhan chinh thirc = S CR c6 hd so + Téng s yéu ciu ngoai pham vi x 100%. Doanh thu bd sung tir
CR = Tdng gia tri bao gia bd sung da thu trong ky. Ty |& scope creep = Gid cdng CR chwa duyét da thwc hién +
Tbng gi®» cong dw an x 100%.

8. Ban mo ta dashboard

Xem chi tiét day du tai phan Dashboard CR va scope creep bén dudi.

9. Hwéng dan sir dung trong Excel va khi chuyén lén ERP

Excel: sheet Master_Data Iwu nhat ky CR dung chung cho tirng dw an, cong thirc tw tinh tdng gia tri bao gia bd
sung theo dw an. ERP/PM tool: hé théng tw déng canh bao khi effort thuc t& vwot ngan sach géc ma khéng cé CR
twong (rng, tw ddng dinh tuyén phé duyét theo mirc dd tac dong.

10. Tiéu chi xac dinh biéu mau da hoan thanh

Moi CR trong thang gan nhét c6 hd so day du tlr ghi nhan dén phé duyét; doanh thu bd sung tr CR dwoc thu
ding theo bao gia; Dashboard CR va scope creep da chay duwoc tdi thiéu 4 tuan lién tiép va dwoc dung trong ra
soat dw an.
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Checklist xtr ly yéu cau thay déi pham vi (CR)

Dung ngay khi phat hién mét yéu cau tr khach hang c6 kha ndng nam ngoai pham vi hop déng.

Nguoi lap: PM dw an - Nguoi kiém tra: Kién tric sw gidi phap - Nguoi phé duyét: PMO (néu tac dong Ién)

Checklist xtr ly CR

1 D4 ghi nhan yéu ciu thanh CR chinh | []
thtre trong nhat ky chwa?

2 D& dbi chiéu véi ngan sach goc dé | [1]
xac nhan ndm ngoai pham vi chwa?

3 Pa co6 danh gia tac dong effort/thdi | []
gian/chi phi chwa?

4 D& cé bao gia bbd sung gwi khach | []
hang chua (néu can tinh phi)?

5 Pa co6 xac nhan twr khach hang trwde | [1]
khi bat dau thwe hién chwa?

Vi du dién mau:

5 Khach hang da xac nhan bao gia bdé | (dung)
sung 45.000.000d trwéc khi doi bat
dau?

Checklist sau khi CR dwoc duyét
- [1 Ngan sach gbc da dwoc cap nhat dé phan anh pham vi méi.
- [1D6i dw an da dwoc théng béo vé pham vi va effort bd sung.
- [1CR da dwoc dong va lwu trir trong nhat ky thay ddi pham vi.
Tiéu chi hoan thanh
Toan bd 5 muc checklist déu dat ((dung)) trwdc khi thuwe hién moi CR; khéng c6 céng viéc ngoai pham vi nao
dwoc thie hién ma chwa qua quy trinh ghi nhan va phé duyét.

Template & Field Guide — B cong cu kiém soat yéu cau thay déi pham vi
(CR)

§1. Nhat ky thay déi pham vi (Change Log)
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Nguoi lap: PM du an - Ngudi kiém tra: PMO - Nguwoi phé duyét: PM dw an

Ma CR

Text, tw sinh

Ma dv an

Text

Ngudn yéu cau

Hop / Email / Chat

Mb ta yéu cau

Text tw do

Effort b sung wéc lwong

S (gio)

Trang thai

Ghi nhan / Pang danh gia / Cho
duyét / Ba duyét / Ba thyc hién / Tw
chéi

Gié tri bao gia bd sung Sé (VND)
Vi du minh hoa:
CR-2026-0089 B& sung quy trinh phé | 60 gi® ba duyét
duyét tuy chinh

§2. Mau bao gia bé sung (Change Order)

Nguw&i lap: Nhan vién kinh doanh - Nguwoi kiém tra: PM dw an - Ngwdi phé duyét: Khach hang xac nhan

Ma CR lién quan

Text

M6 t& cong viéc bd sung

Text tw do

Effort va don gia

Sé (gior x don gid)

Tong gia tri *) Sé (VND)
Thoi gian thwe hién dy kién *) Sé ngay
Ngay khach hang xac nhan DD/MM/YYYY
Vi du minh hoa:
CR-2026-0089 60 gio x 750.000d 45.000.0004d 18/06/2026

Validation: khdng dwoc danh dau CR la "Pa thuwc hién" khi chwa cé ngay khach hang xac nhan bao gia bd sung,
trir trvdng hop ngoai 1€ da dwgc PMO phé duyét truéece.

Dashboard CR va scope creep — M6 ta thiét ké

Nguoi 1ap: PMO - Nguwoi kiém tra: PM duw an - Nguoi phé duyét: CEO/BOD
DPéi twong st dung: CEO/BOD, PMO, PM dw an, Quan ly kinh doanh.
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Tan suét cap nhat: theo thoi gian thwe (khi tich hop PM tool) hodc hang tuan (khi dung Excel).

1. Muc tiéu

Cho PMO va lanh dao thay ngay dw an nao dang cé nguy co scope creep — lam viéc ngoai pham vi ma chua
dwoc duyét/tinh phi — dé can thiép truwéc khi mat doanh thu va effort.

2. B6 cuc dashboard

Hang 1 — Chi sb téng quan: téng s6 CR trong ky, doanh thu bd sung da thu, ty 1& scope creep toan cong ty.

Hang 2 — Bang CR dang ch& duyét/xac nhan: sap xép theo thdi gian ch®, canh bao néu qua lau.

Hang 3 — Bang du an cé ty 1é scope creep cao: effort thuc t& vt ngan sach gbc ma khéng cé CR twong &ng.

Hang 4 — Xu hwéng doanh thu bd sung tir CR theo thang: danh gia hiéu qua kiém soat pham vi.

3. Ngudn dir liéu

Nhat ky thay déi pham vi (Change Log), M&u danh gia tac déng CR, Mau bao gia bé sung (Change Order).

4. Cach doc dashboard

Nhin Hang 1 d& nédm téng quan. Vao Hang 2 dé day nhanh cac CR dang ché x(r ly. Xem Hang 3 dé phat hién dw
an can chan chinh ngay. Dung Hang 4 dé danh gia xu hwéng doanh thu bé sung.

5. Tiéu chi san sang s dung

Moi dy &n dang hoat déng cé dir lieu CR day du dé déi chiéu véi ngan sach gbc; dbi chiéu thi cong khép sb liéu
mot lan véi hd so dw an; da dung qua tdi thiéu 3 ky ra soat lién tiép ma khoéng phat sinh trudng hop lam ngoai
pham vi khéng dwoc phat hién.

Xem thém: SOP-SCOPE-02: Kiém soat yéu cau thay d6i pham vi (Change Request) — quy trinh di kém bd cong
cu nay.
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Can bo SOP nay chay
trén hé thong thwc té?

Al-X thiét ké 16 trinh ERP & Al 90 ngay riéng cho doanh nghiép cta ban:
chuan héa di lieu — SOP sbé héa — dashboard diéu hanh.
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Tai liéu phat hanh mién phi béi Al-X (ai-x.vn). Vui Iong khéng chinh stra ndi dung khi chia sé lai.
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