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LOI NOI PAU

Thue tién tai Viét Nam, khi sé lwong doanh nghiép ting 1én nhanh chéng da dit ra
thach thac rat 1on dbi voi nén kinh té ciing nhu cac doanh nghiép, vin dé 6n dinh san xuat,
tiét giam cac chi phi 1ang phi trong san xuat dé tao tién dé viing chic cho doanh nghiép phat
trién ludn can dugc quan tdm hang dau.

Nang cao ning suit chat luong va dbi mai sang tao 12 yéu cau va xu huéng tat yéu cua
cac doanh nghiép Viét Nam, dic biét 1a cac doanh nghiép vira va nhé nhim ning cao ning
lyc canh tranh va bét nhip véi thé gisi. Hon thé nita, Thanh phé H5 Chi Minh 1a dau tau kinh
té cua dat nudc, 1a noi tap trung rat nhiéu céc doanh nghiép du cac nganh nghé phat trién. Cu
thé, thanh phé H6 Chi Minh da déng gop 23% GDP va 27% thu ngan sach ca nuéc. Kinh té
thanh phé tiép tuc ting truéng khé va 6n dinh, dat chi tiéu dé ra 8,3%/nim. Ning suit lao
dong tai thanh phd cao 2,7 lan ning suét lao dong ca nuéc. 11/13 chi tiéu dat va vuot ké
hoach theo Nghi quyét Pai hoi dai biéu Pang bo thanh phd l1an tha X, nhiém ky 2015-2020.
Vi vay viéc trién khai nhiém vu nay cho cac doanh nghiép tai Thanh phé H6 Chi Minh cang
birc thiét va mang ¥ nghia thuc tién cao.

Nang cao ning sut chat luong va d6i méi sang tao 1a mot pham trd rong 16n véi nhiéu
yéu té ciu thanh, nhung c6 thé ndi, con ngudi 12 nhan t6 quyét dinh. Song song véi viéc cap
nhat, nang cao cac phuwong phap, quy trinh, k¥ thuat san xuét tiém can véi thé gidi, viéc nang
cap yéu t6 con nguoi ciing phai dugc dat vi tri quan trong ngang hang.

Viéc huan luyén, nang cap yéu té con ngudi trong nhiém vu nay can dit trong tam vao
nang cao ky ning, hiéu qua trong qua trinh con ngudi thyc hién cac cong tac san xuat higu
qua, tir d6 nang cao hiéu qua tong thé cua su phat trién doanh nghiép. Pay ciing chinh la chia
khoa nén tang dé mé cira cho tién trinh nang cao ning suit chat lugng va d6i méi sang tao.

Bat ky, t6 chtc nao, bo phan nao, ca nhan nao khi lam viéc thi ciing c6 nhitng muc tiéu
(Performance Indicators / P1) caa minh. Va trong sé nhiing muc tiéu dé, s& c6 nhitng muc tiéu
trong yéu (Key Performance Indicators / KPI). Tuy nhién, néu cac muc tiéu ndy khong do
ludong duoc hodc khd do luong thi diéu d6 c6 nghia 1a cac muc tidu nay kha mo hd, va do
vay, du ¢ nd luc thé nao di nita thi ciing khong biét minh c6 dat duoc muyc tiéu hay khéng.

Qua dang nhu Peter Drucker, nguoi dugc ménh danh 1a “cha dé” cua Quan tri Kinh
doanh Hién dai (Father of Modern Mamagement), ting khang dinh: “Cdi gi khéng do lwong
dwoc thi khong quan tri dwoc; Cai gi khong do lwong dwec thi ciing khong cdi tién
dwoc”. Tuy nhién, nhiéu nghién cau trén khip thé gidi, trong d6 co nghién ctu cia David
Parmenter (tac gia cudn sach “KPI - Thuée do Muc tieu Trong yéu”, cudn sach vé KPI phd
bién nhat thé gigi hién nay), cia The Balanced Scorecard Institute va To6 chuc
FranklinCovey, d3 chi ra rang: “70% thdt bai ciia cac doanh nghiép ngay nay khéng phai 1a
do chién lwec kém hay tim nhin sai, ma la do ning luc thuec thi va hé théng do Iwong két
qud kem higu qua.”

Con sd trén ciing cho thay cong tic do luong két qua / do luong thanh tich
(Performance Management) dang duoc thyuc hién thiéu hiéu qua trong rat nhiéu to chuc trén
toan thé gidi, tir cac tap doan da qudc gia, cac doanh nghiép vira va nho, cac co quan chinh
phu cho dén céc to chirc phi loi nhuan.
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Viy lam sao dé c6 thé xay dung hé théng KPI téi wu va sir dung hé théng KPI nay mot
cach hiéu qua?!

Thau hiéu tam quan trong va tinh cap thiét cua hé thng do lwong tinh hiéu qua, L&D
Viét Nam da d& xuat véi Chi cuc tidu chuan do luong chat lwong dé thiét ké
Chuong trinh dio tao “Xay dwng Hé théng KPI trong doanh nghiép”.

OBJECTIVE A= OPTIMIZATION
o ) /’\
i MEASUREMENT .II

KEY PERFORMANCE
SUCCESS INDICATOR a

@ STRATEGY

~

%

EVALUATION PERFORMANCE

O L&D Viét Nam c6 doi ngii chuyén gia giau kinh nghiém hoat dong trong linh vuc
nhan sy véi vai trd tu van, xay dung va dinh hudng theo chién luoc cua doanh nghiép nén
chang toi hiéu duoc nhitng khé khin, bét cap thuc té cia Phong nhan sy ndi riéng va toan bo
CAu tao to chirc doanh nghiép n6i chung khi xay dung va trién khai KPI trong té chuc cua
minh. Hi vong véi chuong trinh hitu ich nay, L&D Viét Nam khong chi dao tao ma con dong
hanh cting Doanh nghiép trong qué trinh trién khai thdng qua céc chwong trinh huan luyén, tu
van danh riéng cho ting doanh nghiép. Vi nhitng chuong trinh may do danh riéng cho ting
md hinh kinh doanh va quan ly khac nhau da duoc ching tdi 4p dung cho nhiéu khach hang
va mang lai hiéu qua cao.

Tran trong cam on.
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Khoa huén luyén: Xay dung hé théng KPIs trong doanh nghiép

Muc tiéu:
e Hiéu rd vé KPI trong doanh nghiép
e Quy trinh va hé théng xay dung KPI trong doanh nghiép
e Xay dung duoc hé théng KPI cho t6 chic, phong ban va cho ca ca nhan
e Tranh duoc nhiing sai 1am thuong méc phai trong qué trinh xay dung KPI
e Quan tri hé thdng KPI trong doanh nghiép

Péi twgng hoc vién tham gia:
e Quan ly doanh nghiép
e Trudng/phd phong nhan su

e Céc nhan vién tham gia dé hiéu rd vé KPIs va ap dung cho c& nhan va hd tro to

chtec.

Phwong phap huan luyén:
e Nham nang cao hiéu qua Huan luyén ciing nhu hiéu qua trong viéc tng dung

nhiing tu duy & nhan thac tir chuong trinh vao thuc té ¢éng viéc, chuong trinh s&
duoc trién khai dudi hinh thire twong tac da chiéu (giita giang vién vai hoc vién
& giira cac hoc vién véi nhau); két hop gitra thuyét giang véi cac hoat dong hoc

tap (thao luan nhém, phan tich tinh huéng thuc té, thuc hanh tinh huéng...).
e Thuc hién phuong phap huan luyén 10:20:70.

(10% Iy thuyét méi : 20% dit cau hoi : 70% thyc hanh)

Hoc phan ;::: Néi dung Hoat dng/Thuc hanh
Budi 1
Bat dau chuong trinh. Thuyét giang.
Gigi thiéu khdéa hoc, muc Chia nhém hoat dong.
08:30- tieu, néi dung. Thuc hanh chia sé vé
09:00 Giai thiéu giang vién. thuc trang trién khai
Phan I- Dan nhap. KPI_A trong  doanh
Nén tang nghlgp. :
v KPI o Thuyét giang.
09:00- KPI la gl? Thuc hanh theo nhérp:
10:00 Tal sao can ?é KPI? KPI la gi? Tai sao cér]
KPI ding d& 1am gi? c6 KPI? KPI dung dé
lam gi?
1828 Giai lao.
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e KPI trong Quan tri hiéu
qua/ KPI in Performance

Thuyét giang.
Thuc hanh theo nhém:
dac diém cua KPI trong

10:30_ Man?gemtfnt N cac doanh nghiép SME.
11:30 e Nguodn nhan lyc thiét 1ap & . . .
van hanh hé théng KPI * Ne‘u cu the K.PI tal
trong doanh nghiép. ph(l)ng ban - chia theo
nhom thuc hanh.
Buoi 02
Phan 11: e M6 ta vé nhiing két qua| e Thuyétgiang.
Quy 13:00- mong doi e Thuc hanh theo nhém:
trinh xay 15'_00 e Thiu hiéu cac thudc do truc cac cach dé dua ra KPI
dung hé¢| ™ tiép & thudc do thay thé/ va md ta muc do hiéu
thong gian tiép. qua KPI dya vao dau?
KPI
trong 15:00
doar\Ah 1%:30_ e Giai lao.
nghiép
e Thuyét giang.
e Thuc hanh theo nhém:
e Luya chon phuong phap do ap dung cac céach do
15-30- 1u’c‘mgmphu hop vai tung KPIl hiéu q’ué cho:
17:00 muc tiéu Phong san xuat, Phong
e Hinh thanh cac thudc do kinh  doanh, phong
téng hop (khi can thiét) nhan su, phong ké
toan,... chia theo nhém
thuc hanh.
Buoi 03
Phan II: e Cac nhom choi tro choi
(tiép 08:30- | A | : . X “ai nhanh hon” — néu
theo) 09:00 On lai ndi dung ngay 01. cac kién thac dd hoc
Quy cua ngay 01.
trinh xay e Thuyét giang.
A0 N1 06.00-| o Thiét lap chiticu vanguong| © C°¢ Mhom thuuc hanh,
thong 10:00 i6i han dat cau hoi trong qua
KPI ' o trinh thiét 1ap chi tiéu
trong trong KPI.
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doanh 10:00- Gii 1o
nghiép 10:30 '
e Thuyét giang.
e Thuc hanh theo nhom
10:30-| e Xac dinh & vin ban hoa hé nhitng 16i méc phai khi
11:30 théng KPI. van ban hoa hé théng
KPlI  trong  doanh
nghiép.
Buoi 04
e Xay dung hé théng KPI o
cho t& chiic e Thuyeét giang.
e Nguyén Iy & Cong cu e Thuc hanh cdc nhém:
13:00- xay dung KPI cho té ca(_: (iong Cu dp dyng
15-00 chic khi x@y dung KPI trong
e Tham khao vi du vé mét doanh f\ghiép va nhfrqng
. . Am/nh 2
bo KPI caa mot doanh g:;a nczem/n uoc  diem
nghiép. '
15:00-
_ e Giai lao.
Phan 111; [0 o
Xay dung e Xay dung hé thong KPI o T uyet‘glang. ]
he théng cho bd phan e Thuc hanh theo nhém:
KPI cho e Nguyén Iy xay dung KPI 1. NAeu cac nguyén ly
doanh cho bo phan/ phong/ xa,y dL‘T?g KI:I' ,
nghiép ban. 2. Cac diém can luu y
e Pong bdo muc tiéu to EZL ?0 ncgh,goxur?ﬁc
_ chtc xuéng céac bo phan/ oU 1o chue xuong
15:30- A cac bo han
phong/ ban ‘ Phe
17:00 . ' . phong/ban.
e Thiét lap hé thong KPI 3. Hign  na KPI
cho céc bo phan/ phong/ RN Y
ban trong t6 chc. thudng ap dung cho
. Tram ko viguchove | Proroln o 0
by KPI cia mot vai bo nhit doanh doanh
pr:an/ phong/ ban cot nghigp cia  hoc
yeu. vién?
Budi 05
08:30- | On lai ndi dung ngay 02. Cac nhoém choi trd choi
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09:00 “thach dau” — ghi lai nhiéu
nhat nhiing kién thic d& hoc
trong ngay 02.
e Xay dung hé théng KPI X i
chgcé hhgn : g e Thuyét giang.
o Nguyén ly xay dung KPI * Igu;ih?:rn;h?ganhozm
Phan III: cho cac vitri chic danh trinh xay dyn rrloth(ilny
(tié'—- © Déng b6 myc tieu bo KPI >;roﬁ ’ E;do(z;mﬁ
thecF))) phén xuong céc vi tri nghie SI?/IE theo
Xay dun chuc danh trong cac b nﬁ&n.pkién thirc d& hoc
he yth%’mg 09:00- phan/ phong/ ban va té? ligu tham khao
K.PI chg 10:00 o Thiet 1gp hé thong KPI cua Chu(e)’n trinh thn
doanh cho céc vi tri chirc danh Il:l an &
o trong cac bo phan/ X - ) )
nghi¢p ohong/ ban e Moi nhdm cd 5 phat
o Tham khao vi du cho vé thuyet trinh va 5 phut
bo KPI cua mot vai vi tri tr? lof ,nhu:ng ,cau hf)'
chic danh trong bo cua nhom khac phan
phan/ phong/ ban. bign.
1828 Gial lao.
Phaqn IV:. e Sir dung cong cu ty dong o Thuyetglang. ,
Quan tri héa phit hop e Thuc hanh theo nhom:
o M| e Thu thap va theo doi ket Dua veo Tinc, mep
tron 11:30 qua cong vice. nrﬁ?ﬁcicag Ocm S";(utarl'
J ' e Phan tich va d4nh gid hé HNg tong tu quan
doanh théng KPI KPI va cach phén tich
nghié B KPI ma nhom cho la
JNIEp e Cai thién két qua cong viéc. . .
hiéu qua.
Buoi 06
e Thuc hanh.
e Cac nhom tong két va
Phan V: i : A '
—Th?rc 13:00- e Thuc hanh xay dung Hé trinh d?th/ \trePh.Amlgc;i
= 15:00 théng KPI cho c& nhan. mép ¢a hiodn thien ¢e
hanh. tricn khai cho doanh

nghiép cua minh nhu
thé nao? Néu cu thé
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trong 01 phong ban.
15:00-
15:30 e Giai lao.
15:30-| e Tong két iz
17:00 e Lam bai kiém tra cudi khoa. * Lam baikiem tra.

Két thic khda hoc, trao chitng nhan.

Két qua dat dwoc:
v' Nam virng kién thirc vé KPI trong doanh nghiép.
v Hiéu duogc quy trinh va hé thong xay dung KPI trong doanh nghiép.
v Thay d6i dugc tu duy 1am viéc va cap nhat phuong phap méi.
v’ Xay dung duoc KPI cho ca nhan theo dinh hudng cua td chic
v H0 tro t6 chic thiét 1ap KPIs chung.

Tiéu chi danh gia:
v' Tham gia trén 80% thoi lwong khda hoc — trong dwong 5/6 budi hoc.
v' Bai kiém tra dat 6,5/10 diém.

Duéi day la tai liéu chuyén sau dé hoc vién tham khdo cho cdc chwong trinh tiép theo ciia
L&D Viét Nam to chire. Hoc vién bam sat ngi dung dé cwong va thuc hanh dya trén hudng
dan cua Giang vién.
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PHAN I: TONG QUAN VE KPI
1. PINH NGHiA

- KPI (Key Performance Indicator) la chi sé danh gia thuc hién cong viéc
(PGTHCV). Thong thudng mdi chirc danh s& c6 ban md ta cong viéc hoic ké
hoach 1am viéc hang thang. Nha quan Iy s& ap dung cac chi sb dé danh gia hiéu
qua cua chirc danh d6. Dya trén viéc hoanh thanh KPI, cong ty s& c6 cac ché do

thudong phat cho tieng ca nhan.

Van dé chién

luwgcC

Muc tiéu Tiéu chi Bién phap

Hi¢u qua hoat

dong

Loi nhuan Thi phan
Doanhthutr  Doanhthu ban 30%
Tai chinh s6 luong khach  hang 20%
Chi phi dau Chi phi ban 30%
vao thap hang
Panh gia cia , Quan ly chat
_ o sé1
Hang giao hiép hoi vé lugng
Khach hang dung han dung han Chuong trinh
Giathip nhit  Panh gia cua <62 khach hang
(0}
khéch hang trung thanh
o Chuong trinh
. Thoi gian thuc . .
Quay vong san . 46 thang toi uvu hoa qua
: hién vong san . _
xuat nhanh ; . 40% trinh thuc hién
xuat trung binh ’
du an
. A Ty 1é¢ nhan vien Y1: 30% ESOP
Hoc van & Trinh d6 nhén .
. . ) dugc dao tao Y3: 70% Dbao tao nhan
phat trién vién dy an cao ., .
Ty Ié xuat sac ~ Y5: 90% Vién

10
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. THE NAO LA MOQT KPI?

Diéu d6 do ban dinh ra céc chi sé cho ting chirc danh, nhung mot KPI ciing
phai dap tmg dugc 5 tiéu chuan cua mot muc tiéu. Bé thyuc hién KPI, cong ty
nén xay dung mét hé théng muc tiéu tir cao xudng thap, tuy vay co6 nhitng cong
viéc kho cd thé thiét 1ap duoc cac muc tiéu, khi d6 ngudi ta s& xay dung cac
chuan cho qué trinh (goi 13 phuong phap quan ly theo qua trinh MBP), céc
chuén d6 ciing 1a cac KPL.
Nhitng lgi ich khi do lrong cac chi sé6 chinh thanh qua cong viéc caa nhan
vién:
o N6 co thé 1a mot cach rat nhanh cho thay thanh qua hién thoi caa mot
muc dich hoic mot muc tiéu chién luoc.
o Cac quyét dinh cd thé duoc thuc hién nhanh hon khi c6 nhimng do luong
nhan thiy duoc va chinh xac di kém theo.
o Co6 thé gitp khau quan Iy nhan biét dugc thanh qua cua cong ty hoac
phong ban hoac tai mét bo phan nao do.
o Mot ddi nhoém ¢ thé 1am viéc chung véi nhau theo nhitng muc dich ¢

thé do luong dugc.
. CAC PAC PIEM CUA KPI

KPI ludn gan vai cac muc tiéu cua cdng ty.

Mot KPI duoc quyét dinh b quan ly cap trung hoic cao nhét.
N6 thudc vé mot ca nhan co trach nhiém vé thanh qua caa minh.
Mot KPI huéng dén hanh dong.

It nhét thé hién bang con sb.

N6 huéng dén nhitng chi sb thanh qua mong muén cua té chuc.
D& hiéu.

N6 phai duoc can nhic, khong duoc choi nhau.

Nguoi dung cé thé danh gia sy tién bo caa minh theo thoi gian.

11



KPI khdng c6 gié tri 1au dai, vi thé can duoc xem xét lai va cap nhat lai thuong

Xuyeén.

3.1 Muc dich cua viéc sir dung KPIs trong viéc danh gia thwc hién céng

Viéc.

bam bao nguoi lao dong thuc hién dung cac trach nhiém trong ban mo ta cong
viéc cua tirng chuc danh vi tri cu thé.

Céc chi s6 danh gia mang tinh dinh luong cao, c¢d thé do luong cu thé do d6
nang cao hiéu qua cua viéc danh gia thuc hién cong viéc.

Viéc sir dung cac chi sé6 KPIs gop phan 1am cho viéc danh gia thuc hién cong

viéc trg nén minh bach, rd rang, cu thé, céng bang va hiéu qua hon. ..
3.2 Muc tiéu khi xay dung KPIs
La mot cong cu dung trong danh gia thyc hién cong viéc (BGTHCV), nén khi

xay dung hé théng KPIs nhiing nha quan 1y ciing ¢6 gang va huéng dén dam
bao duogc tiéu chi SMART:

S — Specifec: Cuy thé

M — Measurable: Do luong dugc

A — Attainable: C6 thé dat dugc

R — Relevant: C6 lién quan dén muc tiéu chung

T — Time based: C6 thai han cu thé

12
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Khong phai 12 yéu cau bat budc khi xay dung KPIs, tuy nhién hé théng KPIs
cua to chire dam bao duoc tiéu chi SMART thi hiéu qua cua viéc danh gia thuc

hién cong viéc s& rat cao.

3.3 Un diém khi sir dung KPlIs.

NG c6 thé 1a mot cach rat nhanh cho thdy thanh qua hién thoi cia mot muc dich
hoic mot muc tiéu chién luoc.

Céc quyét dinh c6 thé duoc thuc hién nhanh hon khi ¢é nhitng do luong nhan
thay duogc va chinh xac di kém theo

C6 thé giup khau quan Iy nhan biét duoc thanh qua cua cong ty hoac phong ban
hoac tai mot b phan nao d6

Mot doi nhém cé thé 1am viéc chung véi nhau theo nhitng muc dich c6 thé do
luong duoc.

Pua ra cac chi tiéu cd thé do ludng duoc, tir 46 viec PGTHCYV sé& cu thé hon va

dé thuc hién hon ma it c6 nhitng kién nghi bat dong.

3.4Nhwoe diém khi sir dung hé thong KPlIs.

Néu céc chi sé KPIs xay dung khong dat duoc tiéu chi SMART thi nd khdng
chi gay anh hudng xau cho hé théng PGTHCV ma con gay anh huéng xau cho
hé théng quan tri caia to chic ndi chung.

Néu muc tiéu khong dat duoc tidu chi Specific (cu thé) thi ngudi lao dong
khong biét minh phai lam gi va lam nhu thé nao dé dat duoc hiéu qua cong viéc
nhu mong mudn.

Céc chi s6 khong dat duoc tiéu chi Measuarable (do luong dugc): nhu vay khi
dua ra cac tiéu chi khong con y nghia do luong két qua thyc hién cong viéc.
Céac chi s KPIs khong dat duoc tiéu chi Attainable (c6 thé dat duoc) va

Relevant (c6 lién quan): muc tiéu xay dung qua xa voi so vai thuc té, nhan vién

13
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khong thé dat dugc muc tiéu du da cb gang hét minh. Piéu ndy dan dén tam ly
that vong, chan nan va khdng mudn lam viéc.

Céc chi s6 KPIs khong cd han dinh cu thé: ngudi lao dong khong biét cong
viéc nay phai lam trong thoi gian bao 1au hay khi nao phai hoan thanh. Diéu
nay gay kho khin rat 16n cho nguoi lao dong trong qua trinh thuc hién cong
VIEc.

Khi str dung céc tiéu chi KPIs 1am muc tiéu thi phai thay d6i theo muc tiéu cua

t6 chirc, nd khdng c6 hiéu qua cao khi duoc st dung theo thoi gian dai.
3.5Piéu kién cia KPI.

Riéng biét, do Iwong duogc, kha thi, thich dang, c¢o6 thoi han.
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4. QUY TRINH XAY DUNG KPI CHO MOQT BQ PHAN, CHUC
DANH CONG VIEC.

TT |GIAO DOAN | CONG VIEC NOI DUNG
1 Chuén bi Khoi su Chon tu van, cam két cua
lanh
2 Chuan bj cong tac to chic va xay | Thanh 1ap T6 du &n va Ban
dung trién khai KPI
3 Xay dung du an KPI Dao tao, xay dung dy an, yéu
t6 nén tang
4 Giai doan xay | Phat dong chuong trinh KPI Phat dong trién khai thyuc hién
dung hé thong chuong trinh KPI
5 KPIs Xac dinh cac yéu té thanh cong | Xac dinh cac yéu td thanh
then chét cong then chét va cac muc
tiéu
6 Xay dung cac Pl nhom Xay dung cac chi s6 hiéu qua
cap do nhém
7 Lua chon KPI Xay dung va lua chon KPI
cia to chuc va Pl cap bo
phan, phong ban
8 Tiéu chuan hoa hé théng KPI Thuc thi hé théng, 4p dung
cac bién phap dé do luong va
cai tién hiéu suét
9 | Giai doan &p | Ap dung KPI
10 |dung va cai | Duy triva cai tién hé théng KPI Duy tri hé thdng, danh gia su

tién

thay do6i va cai tién céac chi s6

dé luén phu hop
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Budre 1: Xac dinh by phan/ngwoi xay duwng KPIs.

Cac bo phan/ phong/ ban tu xay dung KPIs: c6 thé do cac bo phan/ phong/ ban
chtre ning truc tiép xay dung hé thong KPI cho céc vi tri chie danh cho céc vi
tri chtc danh trong bo phan / phong / ban d6 dwa trén sy huéng dan, tro gitp vé
mat phuong phap cua nhiing nguoi c6 chuyén moén (bd phan chuyén trach
ngudn nhan e, cac nha chuyén mén). Nguoi xay dung KPIs thudng 1a Trudng
bo phan nhat vé cac nhiém vu, yéu cau cua cac vi tri chic danh trong bo phan.
Trong trueong hop bo phan/phong/ban qua I6n thi viéc xay dung KPIs nén dugc
dam nhan boi nhitng quan Iy cap thap hon. Uu diém cua phuong phép ndy: cac
chi s6 KPIs do cac bo phan / phong / ban tu xay dung cho bo phan minh sé& c6
tinh kha thi cao va mang thé hién duoc rd nét chitc ning , nhiém vu caa bo
phan .

Nhuoc diém cta phuong phap nay : c¢6 thé dan dén viéc thiéu khach quan trong
viéc xay dung hé théng KPIs nhu : dit muc tiéu qué thap . Do d6 , néu xay
dung KPIs theo phuong phép nay thi can ¢d su kiém dinh , danh gia cua hoi
ddng nhitng nha chuy@&n mon , am hiéu vé cdng viéc cua b phan / phong / ban
. Bo phan chuyén trach ngudn nhan luc , cdc nha chuyén mén : khéac véi
phuong phap trén , phuong phap nay dam bao dugc tinh khach quan , khoa hoc
vé phuong phap.Tuy nhién cac chi s6 KPIs dwa ra c6 thé khong thyuc té , khdng
thé hién dugc dang chiric nang , nhiém vu cta bo phan / phong / ban . Pé khic
phuc van dé nay , hé thong KPIs sau khi dugc xay dung can c¢d sy gop ¥ , tham

dinh , danh gia cua bo phan chtrc nang .

Buéc 2 : Xac dinh cdc KRAs ( Keys Result Area ) cta bo phan ( cac chac
nang / nhiém vu ctia Phong ): Mdi bo phan trong té chiic ¢6 nhitng chirc nang /
trach nhiém cu thé dic trung cho bo phan / phong / ban va hé théng cac KPIs
duoc xay dung phai thé hién , gan lién véi dic trung , chitc nang , nhiém vu

cua bo phan .
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Buéc 3 : Xac dinh vi tri chitc danh va cac trach nhiém chinh caa vi tri
chirc danh : Véi mdi vi tri chire danh thi nguoi xay dung KPIs can chi ra mét
s6 trach nhiém chinh ma ngudi dam nhan vj tri cdng viéc nay phai thuc hién (
md ta céng viéc ). Cac trach nhiém chinh nay 1a co s& dé xay dung hé théng chi
s6 KPIs do d6, cac trach nhiém néu ra phai rd rang, cu thé va c6 thé thuc hién

duoc .

Buéc 4: Xac dinh cac chi sé6 KPIs (chi s6 danh gid ) KPIs caa bo phan: dua
trén co s& chirc nang, nhiém vu cua ting bo phan/ phong/ ban nguoi xay dung
hé théng KPIs s& xay dung nhitng chi s KPIs chung dic trung cho ca bd phan.
Nhitng chi s6 KPIs nay 1a co s¢ dé xay dung KPIs cuaa ting vi tri chirc danh,
KPIs cho ting vi tri chic danh: Vay dung KPIs dé cho nguoi lao dong thuc
hién dung mo ta va yéu cau cong viéc. Do d6, cac chi s KPIs dugc xay dung
trén co s¢ nhing trach nhiém chinh caa vi tri chitc danh néu trén va cac chi sd
KPIs cua tirng bd phan.Céc chi s6 KPIs phai ¢am bao tiéu chi SMART va phai
c6 nguon thu thap théng tin ma doanh nghiép dang ap dung hoic sé &p dung
trong twong lai gan. Ky danh gia: Ky danh gia thuong ap dung la thang, quy,

nam. Ty vao ting chi sb KPIs, noi dung ciia cac tirng chi s6 ma nguoi.

Buéc 5 : Xac dinh mire dd diém s6 cho cac két qua dat dwoc Thong thuong
diém sb duoc chia ra thanh 2 - 5 muc do diém sé tuong @ng véi mic do hoan
thanh cdng viéc theo két qua . Cang nhiéu mirc do diém so thi viéc danh gia
cang khach quan . Tuy nhién , néu qua chia nho cac muc do diém so thi viéc
danh gia cudi cung va xac dinh tong diém cudi cing s& gip kho khan trong viéc

xac dinh diém s .

Bwéc 6 : Lién hé giira két qua danh gia KPIs va luong , thuong Voi mdi khung
diém s6 cu thé nguoi xay dung hé thong KPIs s& xac dinh mdi lién hé giira két
qua danh gia va cac mac dii ngd cu thé . Tay thudc vao tirng bo phan chuc
danh , linh vuc hoat dong ... ma cac nha quan ly thuc hién viéc xay dung KPIs

linh hoat trong cac buéc va nén thué cac chuyén gia tu van c6 kinh nghiém két
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hop véi nhan vién trong Cong ty dé chi tiéu dua ra dua vao st dung phét huy
hiéu qua cao va phu hop véi muc tiéu quan ly chung cta Cong ty , dac biét la

muc tiéu trong quan ly nhan su .
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PHAN Il. THAM KHAO CHI SO KPI THEO PHONG BAN

A. NHAN sU

l. Chi s6 KP1 vé lwong
1. Mic thu nhap trung binh:

~ , tong thu nha
Cong thlIC: tong thu nhap

tong nhan vién
Khi xem xét muc thu nhap trung binh cua céng ty, gilp ban xem xet
muc thu nhap trung binh cua cong ty ban da phu hgp hay chua véi thu

nhap trung binh caa nganh hay cac ddi thi canh tranh khac.

2. Miic thu nhép gio cdng trung binh:
Cong thac = Thu nhap trung binh/ sb gio 1am viéc (d6i véi thoi gian do
luong)
bay ciing 1a ty 1€ s6 sanh thu nhap trung binh véi cac doanh nghiép

trong nganh nhu muc 1 & trén.
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Mirc thu nhap theo chirc danh:

Mirc thu nhap trung binh khdng phan tng mét cach chinh xac thu nhap
cua cac chac danh trong cong ty ban.

Ngoai ra, ban can xay dung mac thu nhap trung binh tir chitrc danh dé

xay dung quy ché luong

téng thu nhap chitc danh

Cong thuc =

téng sé nhan vién chiec danh dé
Khi xem muc thu nhap trung binh theo chac danh, gidp ban xem mirc

thu nhap trung binh cua céng ty ban phu hop vaéi thi truong hay chua.

Ty I€ chi phi lwong:

téng chi phi lwong

Cong thuc = ~
doanh s6
Ban ciing can xem xét mic chi phi nay da hop 1y hay chua, c6 phu hop

vai ty 1€ trong nganh hay khéng?

KPI danh gia cong vi¢c

Viéc danh gia cong viéc 1a tly vao phuong phap ctia mdi cong ty, nhung

sau khi danh gia, dy 1a nhitng s6 liéu ban can quan tam.

1.

Ty 1€ nhan vién khéng hoan thanh nhiém vu:

Cong thirc = s6 nhan vién khéng hoan thanh/ téng sé nhan vién

Ban xem xét ty I¢ nay cia toan cong ty va cua tirng bo phan.

Ty Ié thap cyar cong ty hoic tirng bo phan 1am ban can cha y. Poi khi

ban ciing can xem lai, c4c ty 1& qua thap 1a do sép bo phan danh gia qua
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khat khe, nguoc lai hau nhu khong co nhan vién dugc danh gia kém

hoic tét ciing lam ban luu ¥ (sép c6 xu hudng binh quan cha nghia).

2. Ty I¢ nhan vién hoan thanh 100% cong viéc:
Ty 1& nay cho ban biét s6 nhan vién dam bao céng viéc 1a bao nhiéu?
Ban nén so6 sanh ty 1€ nay gitta cac bd phan véi nhau va gitra cac thang

véi nhau.

3. Ty Ié nhan vién c6 thai d¢ tot tré 1en:
Péi vai cac cong ty nganh dich vu, ty 1é ndy vé clng quan trong, ban
can xem xét cu thé thai do tot va khéng tét cua tirng bo phan dé xem xét

Mot cach chinh xac hon.

4. Ty lé mirc do quy pham noi quy:
Ty & nay bang s6 luong quy pham trong mot thang.
Ban c6 thé pgaan loai vi pham theo bo phan, néu gom theo linh vuc thi
cang tét, ngoai ra ban c6 thé pham Iam cac mic d6 nghiém trong cua vi

pham.
I1l.  Chisd KPI tuyén dung

1. Téng sé CV/ dot tuyén dung (ddi véi tirng chirc danh):
Chi s6 nay do luong mirc d6 hiéu qua truyén thdng cua ban, sé luong
CV ban nhan duoc nhiéu c6 thé 1a do danh tiéng cong ty ban, cé thé do
truyén thong tét, co thé do cong viéc hap dan.
Ban can lam mot bang danh gia hoi lai ung vién dé xem xét s luong
CV cua ban nhiéu hay it vi 1y do nao dé cai tién cho cac dot truyén

thong sap téi.

2. Ty I¢ ing vién dat yéu cau:

D6 13 muc c4c ing vién dat yéu cau co ban theo tiéu chuan caa ban
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s6 tng vién dat yéu cau

Ty Ié nay =

téng s6 ing vién

Néu ty 16 ndy cao chung to ban di truyén thdng nhitng cét 16i cua ban
dén céc tng vién, diéu nay gilp ban d& vat va trong viéc loc hd so tng
vién,

Néu ty 1é ndy qua thap, ching to ban da khong truyén théng cho tng
vién hiéu tiéu chuan, néi dung cong viéc va diéu kién cong viéc 1a gi

(quan trong 1a ho c6 thé hiéu dugc cac thong diép cua ban).

Chi s6 hiéu qua quang céo sir dung:
Tong chi phi/ tong sé6 CV. Chi tiéu nay xac dinh xem dé thu dugc mot
CV ban mat bao nhiéu dong

S6 nguoi tuyén duogc/ ting kénh

. Thoi gian @é tuyén nhan vién:

Chi sb thoi gian tuyén dung la sb thoi gian trung binh ké tir khi yéu cau
tuyén dung duoc chap nhan dén khi duoc nhan nhan su, vi du la 21
ngay.

Chi sb nay vira rang budc trach nhiém caa bd phan nhan sy trong viéc
tim nguoi, vira la co s¢ cho cac bo phan trong viéc cha dong xay dung

ké hoach ngudn nhan lyc.

Phan trim (%) &ng vién/ phi tuyén dung.

Chi s6 hiéu qua cac nguén tuyén dung.

Chi s6 nay do luong sb CV nhan duoc, s CV dat yéu cau trén mdi chic

danh

tong sé tién cho kénh quang cao

Chi s6 chi phi trung binh/ 1 CV =

téng sé CV nhan dwoc tir kénh do6
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V.

1.

V.

1.

Tuc 12 véi mdi CV thu duoc tir kénh quang céo ban mét bao nhiéu tién.
Ban so sanh s tién cua timg kénh dé xem xét kénh nao hiéu qua nhat.
Piéu d6 khong c6 nghia ban chi thyc hién quang céo trén kénh hiéu qua
nhat nhé. Vi du né con phu thudc vao doc gia cua kénh quang cao dé 1a
gi...

Ghi cht: CV la tiéng Anh, tiéng Viét c6 nghia 1a don xin viéc caa tng

vién

KPI vé an toan lao déng.
Ty I€ bao cao an toan lao dong:
Ty Ié nay duoc do luong bang so tai nan lao dong trong mot thang cua

mdi bo phan lao dong san xuat.

Ty Ié thoi gian mat mat do an toan lao dong:

Tong thoi gian mat mat cua tat ca cac chire danh lién quan dén 1 tai nan
lao dong. Ban tong hop toan bo thoi gian mat mat lai.

Tong chi phi lién quan dén thoi gian mat mat gém chi phi mat di va chi

phi xt Iy an toan lao dong.

Ty 1é chi phi mat mat do ATLD:

Chi phi mat mat do ATLD = sé san pham bi méat*don gia (cua nguoi
lién quan) + chi phi xt ly ATLD

Ban theo d6i chi phi nay ¢ tung bd phan khac nhau va so sanh tirng

thang dé co6 bién phap thich hop.

Thoi gian huan luyén ATLD:
Ban phai tinh thoi gian huan luyén theo tirng c& nhan va theo cac hang

muc khac nhau dé xem thoi gian huan luyén c6 da hay chua?

KPI cho dao tao.

Tong s6 gio huan luyén/ nhan vién:
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Chi sé nay bang téng sé gio huan luyén trong mét don vi thoi gian cho
moi chirc danh
Chi s6 nay cho biét, ban da huan luyén nhan vién du thoi gian hay chua
theo ké hoach.

. Gio dao tao trung binh/ nhan vién:
Ban xem xét sb gid dao tao trung binh/ chuc danh
Khi xem xét chi sé ndy ban s& thiy rang mtrc do thoi gian dao tao da

hop 1y chua, nhét 1a d6i voi nhitng chiic danh cé trinh d6 thap.

. Chi phi huan luyén/ nhan vién:

Chi phi huan luyén cho ban biét ban dang dau tu vao mot nhan vién
bang bao nhiéu

Chi phi huan luyén trung binh = tong chi phi/ tong nhan vién. Luu y ban
nén tinh chi phi theo chac danh

Trong d6 tong chi phi gom phi thué giang vién (giang vién noi bo), cac

gido trinh, phuong tién,...

. Ty |€¢ nhan vién dao tao:

Ty 1& nay duogc tinh cho sé nhan vién dugc dao tao/ tong s6 nhan vién
can dao tao ap dung cho cing mot chire danh hay linh vuc dao tao nao
do

Ban c6 thé ding ty 1& cac nhan vién duoc dao tao ndi b hodc dao tao

bén ngoai.

. Hiéu qua dao tao:

Ty 1& nhan vién 4p dung dao tao/ tong sé nhan vién duoc dao tao (do
quan ly danh gia)

Tuy nhién, trong béo cao danh gia két qua dao tao, ban can biét nhan

vién da (ng dung dao tao nhu thé ndo vao cong viéc.
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VI.  KPI vé gio lam viéc.
1. Téng thoi gian di lhm mudn caa toan cong ty:
Ban xem xét tong thuoi gian di mudn tir thang va so sanh su tang giam

ctia nd dé co cac bién phéap quan tri thich hop.

2. So sanh thoi gian di lam mudn caa tieng b phan:

~ , téng thuoi gi
Cong thu:C — ong thuoi gian

téng nhan vién
Dua vao chi s nay ban biét b phan nao bi mat thoi gian nhiéu nhét, do

vay ban s& cd biép phap dé han ché.

3. Ty lé nghi, 6m:

U 2 x
so ngay nghi,om

Cong thac =

téng s6 ngay lam viéc trong thang

Néu ty Ié nay cao, ban can xem xét lai cac nguyén nhan dé khic phuc.

VIl. KPI long trung thanh

1. Ty Ié vong quay nhan vién:
Ty Ié vong quay nhan vién = téng s6 nhan vién da tuyén/ tong s6 nhan
vién theo ké hoach
Ty 1€ cang cao ching t6 vong quay nhan vién cao, vong doi cua nhan
vién thap
Ty I nay c6 thé do ludng ty Ié cua toan cong ty, ty 1& cia mot bo phan
hay ty I¢ cua ting chuc danh.
Vi ty 1€ theo ting chuc danh, vi du: ban quy dinh ¢6 10 nhén vién ban
hang, nhung trong ndm ban d3 tuyén 25 nhan vién thi ty I¢ vong quay la
25/10=2.5

2. Ty I¢ vong doi nhan vién:

Ty Ié vong doi nhan vién = téng thoi gian phuc vu trong doanh nghiép

ctia tat ca nhan vién/ tong sé nhan vién doanh nghiép da tuyén
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Ban c6 thé tinh vong doi cho toan cong ty va cho chac danh, cho bo
phan

Péi véi cac chic danh néu vong doi qua thip diéu nay co thé khong
phai do phia cong ty ma do ban chit x& hoi, vi du cac chirc danh hay lam
thoi vu.

Ddi véi cac bo phan, mot phan co thé do cach quan Iy cua truéng bo

phan dian dén vong doi cua nhan vién thap.

3. Ty Ié nhan vién muén ra di:
Cong thirc = ty 1& nhan vién mudn ra di/ tong s6 nhan vién
Ty Ié nay phan anh s6 nhan vién sdn sang muédn ra di khi co diéu kién,
tuy vay s& con mot bo phan nhan vién luong ly ra di khong nam trong ty

Ié nay.

4. Ty 1€ nhan vién trung thanh:
Ty & nay phan anh ty 1& nhan vién ludn san sang sat canh véi doanh
nghiép du bi moi dbi thu canh tranh quyén ril.
Ban cd thé xac dinh sb nhan vién nay théng qua cac cudc phong van tir
cac di thu gia tao tir bén ngoai.
NOGi chung, ban nén tap trung vao doi ngi nhan su khung cua ban.
Ghi cha:
Ngoai ra, chi s6 hai 10ng cta nhan vién ciing 1a mot ty 18 tét dé do luong

su trung thanh va rat dé do luong.
VIII. KPI niing suit cia ngudn nhan lwc

1. Doanh s6/ 1 nhan vién:

Chi tiéu nay danh gia 1 nhan vién tao ra bao nhiéu dong trong 1 nim
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Chi tiéu nay hiru ich khi danh gia gitr cac don vi cung kinh doanh mot
san pham cua cdng ty hoic so sanh véi ddi thi canh tranh dé xac dinh

hiéu qua cua nguén nhan lyc.

2. Loinhuan/ 1 nhan vién:

Chi tiéu nay cach phan tich twong tu chi tiéu doanh sé/ nhan vién.

3. Chi phi hanh chinh/ 1 nhan vién:

Chi phi hanh chinh bao gdm: chi phi stra va bao tri may tinh, ban ghé,
chi phi dién nudc hoac stra chira cac dung cu van phong.

Chi phi VPP khong dua véo loai chi phi nay, néu cong ty quy dinh ngan
sach cho tirng loai VPP thi nd mang tinh chét chi phi dau tu, ban dua chi
phi ndo vao chi phi trén khi ban khéng quy dinh ngéan sach va khéng
kiém soat dugc chi phi nay.

Chi phi nay chi hitu ich khi so sanh gitta cac nam hodc cac don vi V4i
nhau. Ngoai ra néu ban xay dyng duoc muc chi phi thi ban ¢ kha nang

s& kiém soat dugc nd khi so sanh chi phi thuc té véi dinh mac chi phi.

4. Ning suat:
Chi tiéu nay con phu thudc vao loai san pham dich vu cua tirng cong ty.
Ban tham khao trong phan KPI san xuat.
Dbi véi cac don vi khong tinh duoc niang suat qua san pham thi c6 thé
tinh doanh s6 cta don vi d6. Vi du doanh s cl toan b nha hang thi do

bo phan phuc vu truc tiép thyuc hién.

5. Chilwong OT (lwong tang ca):

Mtrc luvong tang ca ciia bg phan trong thang va giai trinh ly do lién quan.

IX. KPI vé hot dong cai tién.
1. Téng gia tri gia ting:
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Tong gié tri gia tang 1a tong gia tri ting 1én do cac dé xuat cua cac bod
phan, cac nhan trong 1 nam
Ngoai ra ban ciing c6 thé tong hop chi phi thuong va ti 1é twong ¢ng Véi

téng gia tri gia tang.

. Tong s y kién:

Ban nén theo ddi y kién theo tirng thang va theo tirng bé phan

Péi vai cac bo phan cd it y kién ban can ¢ nhitng bién phap thic day sy
séng tao cua bo phan d6. Luu ¥ 12 ¥ kién chi duoc xét khi nd thuc sy co

gia tri.

KPI danh gia nguon luc khac.

. Ty |¢ danh gia trinh d§ nhan vién:

Ty ¢ bang cap dat/ bang cap yéu cau ciaa mot chirc danh
Ty I¢é bang cap cao hon ciia mot chirc danh

Ty 1€ trinh 6 van hoa n6i chung ctaa toan bo CNV.

. Ty ¢ nam nir:
Ty Ié nay cho biét xem doanh nghiép ctia ban c6 quéa thiéu nam hay ni

khéng? N6i chung ban nén huéng vé su can bang tuong ddi.

. Tudi trung binh cia lwe hrgng lao déng:
Ty 1& nay cho biét tudi trung binh cua nhan vién 1 gia hay tré, tir d6 ban
c6 nhiing chinh séach phi hop dé tao ra van héa cho doanh nghiép cua

ban.
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B. PHONG MRKETING

KPI quang céo
Chi phi quang cao trén 1000 khan gia muc tiéu:
Ban nén tinh chi phi quang c4o nay cho ting kénh khac nhau dé xéac
dinh hiéu qua cua ting kénh.
Ban c6 thé tinh trung binh cho tit ca cac kénh va so sanh véi dbi tha
canh tranh dé so sanh hiéu qua
Mt d6 biét dén san pham : duoc do ludong trudc va sau quang cao
Ty 1& = s6 nguoi nhan ra san pham cua ban / tong s6 nguoi thu thap.

Ty 1€ nay duoc do luong trude va sau khi quang céo .

Ty I¢ phan trim nhirng ngwoi nhan lai (nhé c6 tro gidp), nhé lai

(nhé khdng can tre gitp) nhikng chi tiét trong théng diép quang céo.

Panh gia cia khach hang vé cac théng diép quang céo (tinh gay 4n

twong, kha ning tao niém tin)
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4. Mirc @9 wa thich ciia khach hang déi véi thong diép va chwong trinh
guang cao

5. S6 lwong ngudi héi mua san phim dwoc quing cio sau chwong
trinh quang céo

6. Doanh thu cia san pham dwgc quang cdo: dwgc do lwdng truéc va
sau chwong trinhquang céo
Ban can do ludng toan bo cong ty va nhiéu kénh ban hang khéac nhau .
Ban c6 thé dung phuong phép cat cac thong diép quang cao khi dén mua
hang giam gia dé do luong hiéu qua cua ting kénh.
Mét cach theo doi va do ludng rat thuc té, hiéu qua ma ban ding bo qua
la hoi cac khach hang, ho biét vé cong viéc kinh doanh cuaa ban tir nguon

théng tin nao.

Il.  KPI hoat ddng khuyén mai

- Ty 1é doanh s6 thoi gian khuyén mai va truéc khi khuyén mai. Néu sé
lugng khuyén mai thap chiing to san pham cua ban khéng hap dan hoic la
hoat dong truyén thong chua dugc tot.

- Ty 1& doanh thu sau khuyén mai va trudc khuyén mai. Sau thoi gian
khuyén mai thuong 1a doanh thu giam xubng, do khach hang chua dung hét
san pham. Do vay ty 1& doanh thu thdp hon so véi trudc khuyén mai ciing
khong 1am ban lo lang.

- Ty Ié doanh thu sau khuyén mai (mot thoi gian dai) trude khi khuyén mai.
- Néu ty & nay thap hon so véi trugc khi khuyén méi ching to hiéu qua
khuyén méi ciia ban chua tét.

- Ty s6 chi phi khuyén mai (giai thuong, quang c&o cho khuyén mai, quan

ly khuyén mai) trén doanh thu.

I11.  KPI hoat dgng quan hé cong chung (PR)
1. Hiéu qua bai PR, thong céo béao chi:
Chi sb nay phan anh cac don vi truyén thong da dang tai noi dung thdng

diép c6 hiéu qua hay khong ?
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MJi bai PR ban liét ké ra cac y quan trong ma ban mudn truyén thong va
cho diém trong s vi tri quan trong caa y d6. Tong trong sé 1a 10.

Ban danh gia xem bao nao di dang tai ding bao nhiéu, vi du 3 y thi ban
cong cac diém lai.

Tiép d6 ban danh gia ndi dung thuyét phuc cua bai d6. Thang diém la
10.

Diém trung binh hiéu qua cia bao d6 = (diém nodi dung + diém thuyét
phuc)/ 2 .

Ban danh gia trong s6 mic d6 quan trong cua tit ca cac to bdo ma ban
tham gia , téng trong sé 1a 10.

Nhan trong sb véi diém hiéu qua va cong tat ca lai / 100.

. Tham do dw luin:

Muc dich 1a tién hanh tham do sy hiéu biét dung dan khach moi va céac
dai 1y , nha phan phdi da doc théng céo béo chi trén bao.Viéc tim hiéu
chia nén chia lam 2-3 ky 1y do 1a chuong trinh PR ¢ tac dong lau dai ,

sb liéu thu nhap chi man tinh tam thoi .

. Mikc @9 biét dén doanh nghiép thong qua nhiing chwong trinh quan
hé cong chung da lam:
Po luong két qua trude va sau khi thyc hién chuong trinh PR ap dung

cho nhitng cong viéc co két qua d& do luong.

. Mirc @9 biét dén san pham théng qua nhirng chwong trinh quan h¢
cong ching da lam:
Po luong két qua trude va sau khi thuc hién chuong trinh PR &p dung

cho nhitng cong viéc co két qua d& do luong.
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5. Nhan thic cia khach hang va cong chdng vé hinh anh cia san
pham va doanh nghiép:
Po luong két qua trude va sau khi thuc hién chuong trinh PR ap dung
cho nhitng céng viéc c6 két qua d& do luong

6. Phan hdi y kién ciaa déi twong:
Céc d6i tugng cd thé viét bai noi vé cam nghi goi dén béo chi, luong
ngudi goi DT dén cong ty nhiam biét thém thdng tin, lugng khach hang

phan nan vé théng tin cong ty .

IV. KPI Internet Marketing

1. Tilé ngwoi truy nhap méi:
Ty 1& nay bang sé nguoi truy cap méi | tong sd ngudi truy cap. Bang
cach danh gia nang ti 1&6 hoan chuyén ngudi truy nhap méi, ban méi cé
thé nhin thiy r6 hon hiéu lyc ciia nhitng cong cu tim kiém hay cac chién

dich quang céo cua cong ty.

2. Tilé quay lai ctiia ngwai truy nhap cii:
Bang cach theo dbi ty 1 nay, ban co thé biét Website ciia ban c6 duoc
nhiéu khach hang quan tdm hay khong, tir d6 c¢6 chién lugc d6i véi noi
dung Website.

3. S6 trang xem truy nhap:
Ty Ié nay phan anh sy hap dan site d6i voi nguoi xem. Viée tang ti 18
trang xem truy nhap chi ra ngi dung cua ban dang dugc ngudi doc quan
tam bang viéc ngudi xem danh thoi gian dé xem cac trang. Tuy nhién
mot ti & cao ciing c6 thé 1a do quy trinh thanh toan va xem san pham

phirc tap qua mirc can thiét.
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. S6 hang @it hang:
Ban nén c6 mot cdng cu theo ddi bao nhiéu hang dugc xem trén mot 1an
dat hang. Biéu nay gitp ban tim hiéu dugc hanh vi cia ngudi mua hang

dé tir 46 dua ra chién luoc marketing va ban hang phu hop hon.

. Gia tri dat hang trung binh:

Tuy theo tung linh vuc kinh doanh ma gia tri dat hang trung binh sg&
khac nhau, chinh vi vay muc tiéu vé gia tri trung binh cua ban ciing khac
nhau. Tuy nhién néu ban do luong gia tri nay thuong xuyén, ban s& c6

thong sd giita cac nam, diéu nay hd trg cho marketing rat nhiéu.

. Ty I¢ bé Web ngay khi truy nhap:

Su kién nay xay ra khi mot nguoi truy nhap mot trang trén site caa ban
va cling ngay 1ap tic ho nhan chudt roi bo Web site ra khéng quay tro
lai. Ti 16 bo Web cao c6 thé do nhiéu yéu td trong d6 c6 cac yéu té thoi
gian tai Web cham, noi dung khéng phil hop véi ngudi truy nhap , thiét
ké giao dién khéng cudn hat... Ban nén theo ddi lién tuc ty 18 bo Web
nay trong céac trang Web quan trong bao gom trang chu va nhiing trang
cO SEO hoac PPC.

. Theoi gian tai trang Web:

Thoi gian tai trang Web cham c6 thé 1a mét trong nhitng nguyén nhan
chinh dan dén ti Ié bo Web ngay khi truy nhap cao. Ban nén kiém tra
thoi gian tai trang Web véi nhiéu téc do két ndi hoic véi cac cong cu

Kiém tra tryc tuyén .

. Nguén truy nhap vao Web site caa ban:

Véi cong cu Google Analytics cho phép ban theo ddi nguon truy nhap
theo 3 danh muc: Truy nhap truc tiép (biang céch gé truc tiép URL Web
site ctia ban), Truy nhap tir két qua tim kiém (két qua tra vé bao gom ca

SEO va PPC), cudi cung la tir cac site tham chiéu (tir bt cu site nao lién
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két dén Web site cua ban). Tuy theo mdi site ma ti 18 truy nhap c6 khéc
nhau, tuy nhién néu sé luong nguoi truy nhap truc tiép ting 1én, diéu
nay dong nghia véi thuong hiéu cia ban dang duoc nhiu ngudi quan

A

tam.

9. S6 lwong a@it hang trén méi khach hang trong mét nim:
Con sé nay cho ban biét mot nguoi khach hang dat hang bao nhiéu lan
trong mot khoang thoi gian. Day 1a mot cong cu tét cho phép ban xac

dinh ban nén chi bao nhiéu tién cho marketing hoac lam marketing lai.

10. Ti I huy bé thanh toan gié hang:
Ban nén do luong ti 1& phan tram s6 khach hang roi bo thanh toan/ gio
hang trong tirng budc thanh toan.
Chang han: bao nhiéu phan trim khach hang roi bo sau khi dua san
pham vao gi6 hang?
Sau khi nhap thong tin hoa don, van chuyén? Sau khi nhap thong tin thé
tin dung? Ti 1& roi bo qua cao 1a ddu hiéu cua quy trinh thanh toan
khong tét.
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C. PHONG KINH DOANH ( SALES)

KPI Cham soc khach hang

1. Tan sé anh hwéng 1én khach hang:

S6 mua hang 1a s6 khach hang vao thoi diém theo don vi thoi gian
Tan sb anh huong 1a s6 cham soc khach hang theo don vi thoi gian
Chung ta can xac dinh tan sd, c6 du hay khdng. Sy chim soc véi muc
dich ciing quan trong dé lam “dém” cho khéach hang va ching ta can 1én

ké hoach cho khoang thoi gian cham soc phu hop .

Chi phi dich vu cho mét khach hang:

Ty lé = Tong so chi phi dich vu téng s6 khach hang

Nhan biét chi phi dau tu cho cham soc khach hang 13 bao nhiéu

Chung ta c6 thé so sanh ty & nay véi ty 1é cua nhitng nha canh tranh

truc tiép dé phan tich né c6 hop Iy hay khong .

Ty I€ chi phi dich vu / lgi nhuan:
Ty 1é = Tong sé chi phi dich vu téng lgi nhuan
Ty 18 cho biét mot don vi loi nhuan hién thoi, ching ta suy ra bao nhiéu

% khach hang dugc cham soc
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4. Céc nguyén tic Pareto:
Chon 20% khach hang theo hdéa don cho 80% cua hang ban cua chung
ta.

5. Xem xét lai sy phan bé ty Ié cua ching ta vé 20% khach hang theo hoa
don cho 80% chi phi chim soc cho khach hang cua minh? Néu khong,
chdng ta phai phan bé lai chi phi chim soc khach hang cho thich hop

hon.

1. KPI danh gia khach hang
1. Ty I¢ % doanh sé ban hang cia khach hang méi:
Ty Ié d6 = Doanh sé tir nhitng khach hang mai, téng sé hang béan
Ty Ié cho thay phan trim gia ting ban hang cua cong ty tir nhitng khéch

hang mai la bao nhiéu?

2. So khach hang méi:

Ty & nay = sb khach hang méi, tong sé khach hang.

3. S6 trung binh hang ban cho méi khach hang trong mét niim:
Ty Ié ndy = Tong s6 hang ban tong s khach hang.
Ty Ié cho chling ta biét c6 bao nhiéu doanh s6 hang ban ra tir mdi khéch
hang?
Chung ta ¢ nhiéu phuong phap dé ting doanh thu cho mdi khach hang
hay khong ?

4. Trung binh ban hang cho mét khach hang VIP:
Ty lé @6 = Tong sé ban VIP / tong s6 khach hang VIP.

So sénh ty 1€ nay vai trung binh ban hang cho mét khach hang .

5. Ty 1€ lgi nhuan cia mot khach hang:

Ty & nay thuc tong sb khéach hang.
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Ty lé cho ching ta biét trung binh lgi nhuan tao ra bai mot khach hang
Ai huong loi nhiéu ai huong it, chdng ta s& phai ¢6 chinh sach chim soc

khéach hang phu hop hon.

1. KPI than phién caa khéach hang
1. Than phién dwoc giai quyét lan dau:
Cong thirc = tong s6 than phién duoc giai quyét lan dau tit ca cac than
phién.
Ching ta c6 thé b sung ty 1é than phién nay vao lan tha hai hoic lan
thur ba.

2. Ty Ié phan hdi nhanh:
S6 phan hdi nhanh tat ca cac than phién

Ty lé duoc tinh toan thong qua khao sat vé y kién cua khach hang.

3. So than phién tranh luan:
S6 than phién dwa dén tranh luan gitra céng ty va khach hang.
Ty lé duoc do ludng boi téng s than phién tranh luan / téng sb than

phién.

4. So6 than phién caa khach hang:
Cong thirc = tong s6 than phién cua khach hang / tong sé khach hang
Ty 18 nay néu cao, ching to san pham hoac dich vu cua minh c6 van
de.

5. Ty I¢ than phién theo khu vuc:
Nho vao gidy than phién , mdi thang cac thanh vién phai tap hop va
phan loai c4c than phién theo khu vuc va dua trén cac nguyén nhan
khac nhau.

Sau d6, sap xép no lai bang cach tom lugc.
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Chung ta can chi trong giai quyét than phién theo tir trén xudng bang

nguyeén tic Pareto .

KPI thi troeong.
So sanh véi thi treong chung:
Ty 1& phan traim doanh thu ban hang cua céng ty so sanh véi ban hang

cua toan khu vuc .

Thi trwong lién quan:
Do 1a su so sénh gitta doanh thu ban hang cua cbng ty véi nhitng nha
canh tranh manh nht .

NG cho chuing ta biét vi tri cia cong ty chiing ta trong thi truong.

So sanh thi trwong véi ty 1€ tang truéng:

Cong ty phai so sanh ty 1€ tang truéng véi Su tang thi trudng cua cac
cong ty khac

Thinh thoang, cong ty ting thi trudng, nhung ty I gia ting thip hon

cac cong ty khac, cong ty can phai duoc ra soét lai.

KPI khach hang trung thanh
Tong s6 khach hang mat di:
Téng sb khach hang khéng mua hang caa minh nira
S6 khach hang bao gom: sé khach hang dau tién va khéach hang trung
thanh bo di.

Ty 18 khach hang mat di sau khi mua hang lan dau:

Véi tong sb khach hang mua hang lan dau bo di / tong sb khach mua
hang lan dau.

Ty & nay thap c6 thé do vai nguyén nhan: san pham cua ching ta chua

thich hop, san pham tét nhung quang céo chua tét.
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VI.

Ty 1é khach hang trung thanh mat di:

Véi tong sé khach hang trung thanh mét di / tdng sé khach hang trung
thanh con duy tri.

Day 1a mot trong cac ty 1é quan trong nhat ma ching ta can ghi nhan:
nguyén nhan cé thé bao gém san pham va dich vu gia hoi cao, can san

pham m&i tét hon véi gia canh tranh hon.

Chu trinh doi séng cia khach hang:
Cong thirc = tong quan hé vai khach hang / tong quan hé chung Véi
khach.

Ty 1€ khach hang quay tré lai:
Ty Ié khach mua hang hon 2 1an / tong sé khéach hang
Ty & nay cao sé& cho ching ta biét san pham cua minh hap dan khach

hang.

Ty 1€ khach hang méi:
S6 khach hang méi co dugc vao mot thoi diém nhat dinh.
Ty 1é cao chang to hoac chung ta mo rong pham vi hoat dong hoac

ching ta mat khach hang trung thanh.

KPI ban hang qua dién thoai
Chi phi trung binh cugc goi / méi lan giao dich: KPI nay gitp kiém

soat chi phi dién thoai.

Thoi gian no6i chuyén ciaa mét trung binh cudc gei dién thoai: Can

phai kiém soat thoi gian goi qua 1au theo so véi quy dinh.

Thai gian trung binh cho dei khi giao dich.
S6 thoi gian ma khach hang phai cho doi giai quyét.
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VII.

KPI nay anh hudéng boi 2 yéu t: nguoi truc tong dai va ngudi chuyén

cudc goi cua phong.

% tra loi sau thoi gian quy dinh (vi du 5 giay hoac 3 chudng reo):

Tong sé khach dugc tra 11 qua 3 chudng reo tai dién thoai cua minh .

Ty s6 hity cudc gei vao thai diém nhét dinh: « S6 cudc goi bi huy sau

khi khach phai cho doi qua lau.

S6 cudc goi khong thanh: S6 cac cudc goi dén nhung khong lién lac

duoc vi may ban hoac khdng ai bat may.

Ty 1é giai quyét & cudc goi dau tién: Ty Ié giai quyét nhu 13 thoéa méan

khach hang & cudc got dau tién.

KPI dai dién ban hang
Ty s6 phan hoi tong sé géi di:
Cong thuac = Tong sé khach hang phan héi / tong sé thong tin géi cho
khéch hang.
Ty s6 nay do luong tinh hiéu qua cia marketing truc tiép

Chuong trinh marketing tryc tiép c6 thé gui thong diép, email ...

Thai gian tra loi mat yéu cau cia khach hang: Truong hop nay thoi
gian tra 1oi c6 thé 1au hon, KPI nay c6 loi dé tra 1oi nhanh cho khach

hang .

Ty 56 khach hang ting thém:
Ty Ié khach hang ting thém / tong s6 khach hang da c¢6
Ngoai ra, ty 18 khach hang ting thém / tong s6 phan hoi cua khach hang

con co ich.
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Ghi chl: S6 khach hang nhan duoc phan hoi = Tong s6 phan hoi va

chua phan hoi .

. S6 khach hang nhan vién:
Con s6 12 tdng sé khach hang sé nhan vién ban hang.
Piéu ndy c6 nghia 13 mot nhan vién ban hang gitp ting thém hoic

phuc vu bao nhiéu khach hang.

. S6 trung binh cugc hen cho mét ngudi dai dién ban hang:

Cong thuc — Trung binh cua tat ca cudc hen mdi khach hang cua ca
nhan nguoi dai dién ban hang.

Ty Ié do ludng mic d6 kho khan trong khi thuyét phuc khach hang va

kha niang thuyét phuc ctua nguoi dai dién ban hang.

. Ty s6 ngwoi dai dién ban hang dap tng dwoc muc tiéu cia khach
hang:

Cong thic = Tong sé dai dién ban hang dap tng dugc muc tiéu khach
hang / tong ngudi ban hang

Ty s6 do luong tinh hiéu qua cia ban hang cua cong ty.

. Trung binh doanh s6 ban hang / s6 nhan vién ban hang : Véi tong

doanh sé ban hang cua toan bd nhan vién / sé nhan vién ban hang .
. Trung binh doanh s6 khach hang nhan vién ban hang: Véi tong ban

hang caa nhan vién ban hang / Tong khach hang caa mdi nhan vién ban

hang .

41

Q

L&D VietNam Co.,Ltd



Q

9. Chi phi ting thém khach hang: Véi tong sé chi phi dé ting thém mot

khach hang mai .

10. Thay thé nhan vién ban hang = tong nhan vién ban hang dwoc
tuyén / tbng nhan vién ban hang nghi viéc:
Cong thicc = Tong nhan vién duoc tuyén / tong nhan vién theo ké
hoach

Ty s6 do ludng su luan chuyén cua nhan vién.

11. Tong thoi gian tuyén dung va huan luyén dai dién nhan vién ban
hang dat tiéu chuan ban hang:
Tong thoi gian dé huan luyén nhan vién ban hang hoan thanh muc tiéu

ban hang cua cong ty .

12. Chi phi nhan luc ban hang:
Chi phi tién luong.
Chi phi ban hang khach hang (bao gom tat ca cac cong cu, poster... cho

moi khach hang)

VIII. KPI quin Iy don hang
1. Gia tri order toi thiéu:
L& gia tri tdi thiéu ma tai d6 ban méi ky don hang dé dam bao ty 1€ loi
nhuan dat ra
Kiém tra thuong xuyén ty I& ndy hang thang, ban biét rang cac trudng
hop order c6 sé lugng dudi mac yéu cau va bo phan ky order phai giai
trinh.

2. Giatri trung binh caa céc order
Bang tong gia tri / tong sb order
Chi sb nay cho biét mot cac khéch hang co sé lugng order 16n hon hay

nhé hon sb luong order trung binh.
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Doanh s6 / khach hang

Chi tiéu nay xac dinh xem khach hang nao chiém nhiéu doanh sb nhit
Ban c6 thé xem xét 20% s khach hang chiém 80% doanh sb cua ban
va ban can tap trung nd lyc chim séc khach hang vao cac ddi tuong

nay.

. Ty 1€ lgi nhuan tirng order:
Xem xét duoc chi tiéu ndy, cho ban biét ban d3 sir dung cac loai chi phi
nao, chi phi nao di c6 kha ning cai tién duoc, trach nhiém cua cac bo

phan.

. Ty 1€ lgi nhuan trén tirng khach hang:

Tong hop ty 18 loi nhuan trén tirng khach hang bang cach cong ty 1é cac
order.

Chi tiéu nay cho biét khach hang nao dang tao nhiéu loi nhuan nhét cho
ban.

Chi tiéu nay chua chic di dung néu nhu viéc giam lgi nhuan 1a do phia

16i cua ban.
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D. PHONG CUNG UNG

l. KPI van chuyén

1. Thai gian van chuyén tir cang vé kho va ngwoc lai:
Bang tong thoi gian van chuyén tinh theo gio.

Ty 1€ nay htru ich cho viéc tinh toén gia thanh va tinh toan thoi gian giao hang.

2. Cé&c loai phi giao théng: Tinh tong cac loai phi giao théng trong chi phi giao

hang, kiém soat duoc muc chi phi giao théng that su (tranh gian lan).

3. Phi xing dau: Tinh tong céc loai phi xing dau trong chi phi giao hang , kiém

soat dugc mire chi phi xing dau that su (tranh gian 14n).
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KPI giao hang
Ty I¢ giao hang dung han:
Cong thirc = s6 lan giao hang ding han / tong sé lan giao hang
Tuy vao trudng hop ban thay riang ty 16 ndo 1a phi hop dé ban c6 thé lam viéc

vé6i khach hang khiéu nai vé viéc giao hang cham ché.

Ty I giao hang diing chit lweng , s6 lweng
Cong thuc: bang tong sé lan giao hang ding chat lwong, s6 lwong/tong sé lan
giao hang. Ban cd thé quy dinh ty 1& nay 13 bao nhiéu dé xac dinh médi quan hé

véi nha cung cap.

Gia tri thiét hai do giao hang:

Gia tri thiét hai do giao hang bao gom thoi gian giao hang, sé luong, chat
lugng, ban can phai tinh toan gia tri thiét hai thuong xuyén va béo céo giam
dbc.Vi cach tinh chi phi phu thudc vao phuong phap giao hang, phuong phap
san Xuat nén ching t6i khong dua ra cy thé ¢ day. Vi du : néu ban 1a mot cong
ty san xuat hang gia céng, vat liéu nha cung cap bi hu 15% thi c¢6 kha ning ban
giao hang khong dung han, dung s luong, ban cd thé vira méat doanh thu, bi

phat va d6 la gia tri thiét hai cua ban.

KPI cung &ng khac:

Chi phi giao hang cho mdi don vi san pham

Thoi gian tir khi order dén khi giao hang

Chi phi giao nhan Chinh x&c invoice

Thoi gian trung binh dé mua ting loai hang
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E. SAN XUAT

KPI san pham I§i

1. Ty I¢ phai lam lai — rework
Ty I¢é phai 1am lai 1a s6 san pham 1am hu phai stra lai theo yéu cau.
Ty Ié nay phan anh thoi gian mat mét caa cong ty do cong nhan phai lam lai
san pham, cong doan.

Cac loai ty lé lam lai:

a. Ty lé lam lgi ciia cdc cdng nhan trong mét bg phén.
Ty 18 nay phan &nh tay nghé cia cdng nhan hay mirc do can than cua tirng
cdng nhan.
C6 nhitng cong nhan ning suit rat cao nhung ty 18 1am lai ciing rat cao.

b. Ty l¢ 1am lai ciia cd mét bé phdn: st dung ty 1& nay dé biét mic do hang

phai lam lai va kha nang quan ly cua truénmg bo phan do.
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Ty 1€ 1am lai cta cac bo phan so sanh véi nhau: Ty I€ nay so sanh ty 1€ lam
lai gitta cac bo phan , ban khdng phai so sanh vé mit gié tri ma ban chi can

so sénh vé mat sé luong.
c. Tylélam lai cia toan cong ty.

d. Sé tién bi mdt do phdi lam lgi: Thoi gian mat mat do phai 1am lai san pham
bao gom thoi gian da 1am san pham + thoi gian phai lam + thoi gian chuan
bi - thoi gian chuan.

Ban nhan thoi gian véi ning suat * don gia dé ra hao phi vé mat gia trj tién.

Ban c6 thé so sanh giita cac c& nhan va b phan véi nhau.

2. Ty I€¢ hang hu:

Ty I& hang hu 13 toan bd cac san pham bi hu do bo phan hoic ca nhan d6 lam

ra.

a. Ty I¢ hang hu ca nhan
Ty I¢ hang hu ctia & nhan ¢ thé tinh theo cong doan hay san pham.
Ban nén c6 mot chinh sach thuong/phat dé khuyén khich giam va phat tang
dbi voi ty 18 nay.
Vi dy: ban tinh ting ty 1 ban s& c6 mic thuong twong tng vai s6 tién ban
thu duoc do giam ty 1¢ hang hu. Cong ty ban ty ¢ hang hu 1a 3%, vay néu
2% thi nhan vién dugc 1% * s lwong hang * don gia * ty 1 thuong (vi du
la 15%). T4t nhién, ban can dua ra mot con s6 da hap dan cong nhan.

b. Ty I¢ hang hu bo phan

Bang tong so luong hu/ tong sé luong san pham / order.

Il. KPI — Quan ly nguyén vat li¢u
1. Pinh mc sir dung nguyén vat liéu
Dinh muc sir dung NVL 1 s6 lugng NVL duoc str dung trong mot san pham.

Lap dinh mirc gitp ban quan 1y dinh gia duoc san pham, tiét kiém NVL.
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. Ty I¢ tiéu hao NVL cho phép:
Ty 1€ tiéu hao la ty 1€ % hao hut cho phép cua NVL trong mot don hang
Ty 1€ nay thuong la 3 - 5% tuy loai don hang.

. Ty 1 sir dung NVL tiéu hao:

Cong thirc = s6 luong tiéu hao thyc té ngoai dinh mic/ty 18 tiéu hao cho phép.

Ty 1& nay do luong bang ty 16 100%. Ty Ié cang cao chung té doanh nghiép da
tiéu tét cang nhiéu NVL ngoai dinh muc.

Ty 1& nay gidp ban xac dinh muc tiéu hao trung binh caa NVL tir d6 c¢6 quyét dinh

ty 1& pht hop cho cac don hang sip téi.

. Ty 18 hw héng NVL do 16i NVL:
Bang tong s6 nguyén vat liéu bi hu hong do tinh chat NVL dé, do bang sé luong
va gia trj bang tién.

Ty 1& nay gilp ban danh gia duoc chat lugng hang cua nha cung cap.

. Ty I8¢ hw héng NVL do 16i ciia cong nhan:

Bang tong sé nguyén vat liéu bi hu hong do 18i caa cong nhan, do bang sé lugng
va gié tri bang tién.

Néu biét duoc nguyén nhan nay, ban can xem xét cach thao tac, van hanh cua

céng nhan.

. Céc 18i khéc:
Do bao quan khong tot

Do dinh dau may...

. Nguyén tic:
Tiét kiém chi phi NVL gilp ban giam gia thanh san xuat.
Ddi véi cac don vi gia cdng st dung NVL caa khach hang thi tiét kiem NVL

mang lai cho nha may mét ngudn thu khéng nho.
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1. KPI -Ning suat

1. Ning suat béi don hang:

Cong thirc: Tinh ning suit theo timg don hang.
Muc dich: so sanh giira c&c don hang v&i nhau, xac dinh d¢ kho cia tirng don hang

va ban s& tim ra nguyén nhan tai sao mot don hang c6 ning suat cao hay thap.

Stt S6 order Chuyén Pon vi Niang suat | Ly do

2. Ning suat theo ca nhan:

Ning suat c& nhan 1a sé lugng san pham cta mdi c& nhan lam trong mot don vi
thoi gian.

Théng qua chi tiéu nay, ban s& biét cong nhan nao lam hiéu qua

Luu y: s6 lugng san pham duoc tinh 1a san pham dat chat lwong. C6 nhitng cong

nhan ning suat cao nhung ty 1¢ hang hu cao hon rat nhiéu.

3. Ning suit theo b phan:

Ning suat theo bo phan duoc tinh theo s6 san pham b phan dé theo thoi gian.

C6 nhitng bo phan san pham dugc 1am bai riéng tirng ca nhan hoac cé thé 1a san
pham do ca bo phan lam ra.

Ning suit theo bo phan 1a chi tiéu danh gia hiéu qua 1am viéc cua ca bo phan va

nguoi quan ly bo phan do.

4. So sanh ning suat:

So sanh nang suat gilip ban biét minh dang dang & dau dé tim ra giai phap phu hop
cho cbng ty caa ban.

Ban nén so sanh ning suat theo cac goc do nao?
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Gitra cac ca nhan véi nhau
Gitra cac bo phan vai nhau

Giira cong ty Véi cac don vi trong nganh va cac cong ty khac trén thé gidi.

KPI bao tri

1. S6 lan khong phuc vu dwoc:

Cong thirc: = s 1an khong phuc vu duoc / tdng sb 1an phuc vu hodc don thuan 1a
téng s6 lan khéng phuc vu duoc (néu ban khong do luong dugc tong sé 1an phuc
vu).

S6 lan khéng phuc vu duoc biéu hién mie d6 dap (ng yéu cau caa bo phan bao tri.
Viéc khong phuc vu duoc c6 thé do bo phan bao tri khéng chuan bi tt, do khong
c6 di may va cong cu dung cuy, do khong du ngudi. Néu ban co thé phan chia duoc

thi ban s& tim ra cach giai quyét.

2. S6 1an khong sira chira dwgc

Puoc tinh bang sé 1an khéng stra chita dugc /tong s6 1an phuc vu hoic don thuan
la tong sb 1an khong stra chira duoc (néu ban khéng do ludng dugc tong sb 1an
phuc vu).

Nguyén nhan khong stra dugc 1a do may qua cii, do tay nghé, do thiéu dung cu...

3. Chi s6 hiéu qua hoat dong bao tri:

Ban chat cac bo phan san xuat 1a khach hang caa bo phan bao tri do vay, dé danh
gi& hiéu qua ctia bo phan bao tri thi mot trong cac tiéu chi 1a danh gia sy thoa man
cua khach hang.

Céc chi tiéu danh gid bao gom: phan tng nhanh chéng hay khéng, sira tot hay
khong? Stra nhanh hay khong? Véi méi truong hop, ban can dua ra trong s6 xem
truong hop stra chita d6 thudce truong hop nao? Binh thuong, khé hay rat kho...

C6 hai cach danh gia 1a danh gia dinh ky va danh gia ngay sau khi thuc hi¢n, viéc

danh gia ngay sé& c6 hiéu qua hon, tat nhién 1a tiéu tén thoi gian va tién bac hon.
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4. Chi sé chi phi: Mot sb loai chi phi do b phan bao tri st dung nhu dau

may...ban c6 thé xay dung cac dinh muc chi phi cho céc loai chi phi nay.
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F. TAI CHINH KE TOAN

KPI - Chi s6 thanh toan

1. Chi s6 thanh toan hién hanh:

Pay 1a chi s6 do luong kha niang doanh nghiép dap ung cac nghia vu tai chinh
ngan han caa doanh nghiép.

Cong thirc tinh chi sé thanh toan hién hanh = tai san luu dong/ng ngin han

Chi s6 nay cang thip am chi doanh nghiép s& gap kho khin doi véi viéc thuc hién
cac nghia vu ctia minh nhung mét chi s6 thanh toan hién hanh qua cao ciing khong
lubn 1a dau hiéu tét, bai vi nd cho thay tai san cua doanh nghiép bi cot chit vao™tai
san luu dong" qué nhiéu va nhu vay thi hiéu qua st dung tai san caa doanh nghiép
la khdng cao. NGi chung thi chi sb nay & mic 2-3 dugc xem 1a tét...

2. Chi s6 thanh toan nhanh:

Chi sé thanh toan nhanh 1a chi s6 do luong mirc thanh khoan cao hon.

A , . . K . tié at + chirng Khoan+ cic khoan phai th
Cong thic tinh chi s thanh todn nhanh =~ 1718 0907 ¢ oA P78

no ngin han
Luu y 14 hang ton kho va cac tai san ngan han khac duoc bo ra vi khi can tién dé
tra no, tinh thanh khoan cua ching rat thap. Chang khoan phai 1a loai chitng khoan

dé quy dbi thanh tién.
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3. Chi s tién mat:

Chi s6 tién mat 1a chi sé do luong mirc thanh toan cao nhét caa doanh nghiép.

Cong thuc tinh chi sb thanh toén nhanh = (e matt chimg khodn)

no ngin han
Luu ¥ 14 chi s6 nay khong bao gdm céc khoan phai thu nhu trong chi sé thanh toan

nhanh.

4. Chi sé vong quay cac khoan phai thu:

doanh s§ thuin hang nim

Vong quay cac khoan phai thu =

cac khoan phai thu trung binh

Cac khoan phai thu trung binh

cac khoan phai thu con lai trong bao cio cia nam trudce va cac khoan phai thu nam nay
2

Chi sb vong quay cang cao s& cho thiy doanh nghiép duoc khach hang tra no cang
nhanh. Nhung néu so sanh vai cac doanh nghiép cing nganh ma chi sé nay van
qué cao thi co thé doanh nghiép s& c6 thé bi mat khach hang vi cac khach hang sé&
chuyén sang tiéu thu san pham cua cac ddi thu canh tranh cung cap thoi gian tin

dung dai hon.

5. Chi s6 s6 ngay binh quan vong quay khoan phai thu :

S6 ngay trung binh = 365 / vong quay cac khoan phai thu
Chi s6 nay cho biét s6 ngay trung binh ma doanh nghiép thu duoc tién cua khéach

hang.

6. Chi sé vong quay hang tén kho:

gia von hang ban

Vong quay hang ton kho =

hang ton kho trung binh
Trong do:
Hang ton kho trung binh = (hang ton kho trong bao cio nim trudc+ hang ton

kho nam nay) / 2

53

L&D VietNam Co.,Ltd



Chi s6 vong quay hang ton kho cang cao cang cho thay doanh nghiép ban hang
nhanh va hang ton kho khdng bi & dong nhiéu trong doanh nghiép. Tuy nhién chi
sb nay qua cao ciing khong tt vi nhu thé co nghia 1a lwong hang du trir trong kho
khong nhiéu, néu nhu cau thi truong ting dot ngot thi rat kha ning doanh nghiép bi

méat khéch hang va bi déi thu canh tranh gianh thi phan.

7. Chi sé s6 ngay binh quan vong quay hang ton kho:

365
vong quay hang ton kho

S6 ngay binh quan vong quay hang tén kho =

8. Chi s6 vong quay cac khoan phai tra:

Chi s6 nay cho biét doanh nghiép da sir dung chinh sach tin dung cta nha cung cap
nhu thé ndo. Chi sé vong quay cac khoan phai tra quéa thap c6 thé anh hudng
khong tét dén xép hang tin dung caa doanh nghiép.

doanh s4 mua hang thwdong nién

Vong quay cac khoan phai tra = 112 02 binh quan
Trong d6: doanh s6 mua hang thuong nién = gia vén hang ban+hang tén kho cudi
ky - hang ton kho dau ky phai tra binh quan= (phai tra trong bao cdo nim trudc +

phai tra nam nay) /2
9. Chi s6 s6 ngay binh quan vong quay cac khoan phai tra:
S6 ngay binh quan vong quay cac khoan phai tra = 365 / vong quay cac khoan
phai tra .
Il.  KPI - Chi sb quan ly nguén vén
1. Vong quay tong tai san:

Chi s nay do luong kha nang doanh nghiép tao ra doanh thu tir viéc dau tu vao
téng tai san. Chi sé nay bang 3 c6 nghia 1a : voi mdi d6 la duoc dau tu vao trong

téng tai san, thi cong ty sé& tao ra duoc 3 d6 la doanh thu. Cac doanh nghiép trong
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nganh tham dung vén thudng cé chi s6 vong quay téng tai san thip hon so vai cac
doanh nghiép khéac.

Vong quay tong tai san= doanh thu thuin / téng tai san trung binh

2. Vong quay tai san cé dinh:

Ciing twong tu nhu chi s6 vong quay tong tai san chi khac nhau va vai chi sé nay
thi chi tinh cho tai san cd dinh

Vong quay tai san cé dinh= doanh thu thuan / tai san cé dinh trung binh

3. Vong quay vén cé phan:

Chi s6 nay do luong kha ning doanh nghiép tao ra doanh thu tir viéc dau tu vao
téng vén c6 phan( bao gém cb phan thudng va co phan vu dai). Ty sé nay bang 3
c6 nghia 1a voi mdi d6 la dau tu vao vén ¢o phan, cong ty s& tao ra 3 d6 la doanh

thu.

doanh thu thuan

tong vén c6 phan trung binh

Vong quay von ¢b phan =

I1l.  KPI - Chi s6 hoat dong

1. Chi s6 lgi nhuan hoat déng:

Loi nhuan hoat dong dwoc cdu thanh béi lgi nhuan hoat dong va loi nhuan dau tu

Loi nhuan ban hang.

2. Bién lgi nhuan thuan:

Chi s6 nay cho biét muc loi nhuan ting thém trén mdi don vi hang hoa duoc béan
ra hoic dich vu dugc cung cap. Do d6 no thé hién muac do hiéu qua caa hoat dong
kinh doanh trong doanh nghiép.

Bién lgi nhuan thuan = lgi nhuan rong / doanh thu thuan Trong d6: loi nhuan

rong = doanh thu thuan - gia vén hang ban
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3. Bién lgi nhuan hoat dong:

Bién lgi nhuan hoat dong = thu nhap hoat dong/ doanh thu thuan
Trong d6: thu nhap hoat déng = thu nhap truéc thué va li vay tir hoat dong kinh

doanh ban hang va cung cap dich vu

4. Ty suét sinh lgi trén tai san (Return On Assets - ROA)

ROA 14 chi sb tinh todn xem mot dong von bo ra thu duoc bao nhiéu loi nhuan.
ROA = thu nhip trwéc thué va I4i vay / téng tai san trung binh

Trong do:

Tong tai san trung binh = (tdng tai sian trong bio bao nim truéc + tong tai
san hién hanh) / 2

Khi str dung ROA dé so sanh céc cdng ty, tot hon hét 1a nén so sanh ROA cua mdi

cong ty qua cac nam va so giira cac cong ty twong dong nhau.

5. Ty suit sinh lgi trén téng vén cé phan (ROE):

Po luong kha nang sinh loi d6i vai ¢6 phan néi chung, bao gom ca cd phan wu dai.
ROE = Thu nhap rong / téng vén cé phan binh quan

Trong d6: vbén ¢ phan binh quan = (t6ng von ¢6 phan nam trudc+ tong von co
phan hién tai) / 2

6. Ty suat sinh lgi trén tong vén (ROTC)

Tong vén duge dinh nghia 1a tong ng phai tra va von c6 phan ¢ dong. Chi phi 13i
vay duoc dinh nghia 13 tong chi phi 14i vay phai tra trir di tat ca thu nhap 14i vay
(néu cd). Chi sé nay do luong tong kha ning sinh loi trong hoat dong caa doanh
nghiép tir tat ca cac nguon tai tro

ROTC = (thu nhap rong+ chi phi 1ai vay) / tong von trung binh
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V.

KPI — chi s6 dau tw

1. Hé sb gia trén thu nhap mét CP: P/E

P/E 13 hé sb dung danh gia do luong méi lién hé gitta thu nhap hién tai va gia moi
CP, hay cho biét NDT sén sang tra gia cho mdi CP cao hon muc thu nhap hién tai
bao nhiéu lan.

Theo quan diém "bao thu", P/E dudi 10 thi nén mua. Néu dang nim giitr CP c6
mirc P/E tir 10 - 12 1an thi khdng nén béan va c6 thé mua tiép. P/E 12 - 18 c6 thé
mua duoc khi thi trudng dang trong giai doan 6n dinh theo hudng tot. P/E tir 18 tré
I&n xem xét bdn CP. Tuy nhién, véi NDT theo truong phai "tang truong™, P/E ¢o

thé duoc chap nhan cao hon néu téc do tang loi nhuan (E) cao.

2. Heé sb gia trén gia tri s6 sach mét CP: P/B

Tai san cua Cty trir di cac khoan ng va cac khoan phai tra khac. Co y nghia lién
qua dén do an toan cua khoan dau tu dai han, P/B con cho biét NPT san sang tra
gia cho mot CP cao hon gap bao nhiéu lan gié tri so sach. Hé s nay cang cao thi
rai ro cang lon.

Tuy nhién, trong nhiéu truong hop chi P/B khéng may y nghia doi voi nhitng Cty
trong linh vuc dich vy, cdng nghé nghién ctru,.linh vuc chira dyng nhiéu yéu t6 vo
hinh, vi gia tri s6 sach khoéng phan anh dugc cac yéu té nhu phat minh sang ché,
séng tao cua nhén vién, thuong hiéu,... P/B that sy c6 y nghia trong linh vuc tai
chinh, san xuat, xay dung... V&i thi truong dang phat trién, P/B duoc cho 1a hop ly
chi vao khoang 2-3 lan, thi truong phét trién nong khong nén dau tu khi P/B qua 5

N
A

lan.

3. Hé sb gia trén doanh thu: P/SR

Hé s6 caa mdi CP cho biét NPT tra gid cao hon gap bao nhiéu lan doanh thu cua
mot CP. Hé sé nay danh gié truc tiép dén hiéu qua kinh doanh caa Cty, nhuoc
diém cua chi s6 nay 1a chua tinh dén yéu t6 chi phi trong ky vi doanh thu 16n

khong ddng nghia véi loi nhuan cao.
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4. Heé sb gia trén dong tién: P/Cash

P/Cash 1 chi s6 gié trén dong tién rdi (sb tién con lai cua Cty sau khi thanh toan
hét cac khoan chi phi). Mot s quan diém khi phan tich danh gia CP mét Cty
khong chl trong dén loi nhuan & thoi hién tai ma tap trung vao dong tién rdi cua
Cty do.

Néu P/Cash thap c6 nghia hoat dong kinh doanh cua Cty phat hanh dang trong
trang thai 1anh manh va con nhiéu tién dé tra loi tic ¢4 phan hoic mua CP. Biéu
nay c6 nghia thu nhap cua ¢ dong sé ting. Chi s6 P/Cash thap c6 thé do Cty du
trix tién nhiéu nham muc dich mo rong phat trién kinh doanh trong twong lai. Quan

diém bao thu cho rang khi P/Cash thap thi nén dau tu.

5. Hé s ting trudéng PE/G:

Chi s dau tu ting truong nay dung dé danh gia gia tri tiém nang cua mot CP, cho
thay ky vong ciia NDT d3 duoc tinh trong CP nhu thé nao.

PE/G can dugc danh gia trong tuong quan nganh va toan bo nén kinh té. Néu hé
s6 PE/G thap hon 1 c6 thé Cty dang bi danh gia thap, PE/G bang 1 chang to gia tri
cua Cty duoc phan anh day du vao gié tri CP. PE/G 16n hon 1 thi CP dang bi danh

gia cao.

6. Heé s6 sinh Ioi cia tai san ROA:

Pay 1a mot chi sb thé hién twong quan gitra muc sinh loi cia mot cong ty so véi tai
san cia nd. ROA = thu nhap rong / tong tai san. Ti suat nay rat quan trong khi
phan tich lya chon CP. Khi danh gid ROA can phai so sanh véi cac Cty trong ciing
nganh. Chi tiéu nay 1a thudc do cho biét tai san cua Cty duoc sir dung nhu thé nao,
dong thoi con cho biét viéc thuc hién chizc nang cua ban quan ly trong viéc sir
dung tai san dé tao ra thu nhap. Néu chi tiéu nay nho cho thdy DN sir dung vén

khong hiéu qua.
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7. Hé s sinh 1o trén vén chi sé hitu ROE:

ROE = Loi nhuan rong / Vén ¢6 phan. Ti s6 nay danh gia mac sinh 1oi vén cha
ciia DN, chi tiéu ndy cang cao thi vén c6 dong cua Cty cang duoc sir dung hiéu
qua va nguoc lai. Luu ¥ khi danh gia chi tiéu nay, vén chu s¢ hiru cang 16n thi chi
tiéu nay cang thip va nén so sanh Cty twong dwong vé von. Mic dau tu hop 1y doi
v6i DN san xuat chi tiéu nay phai dat tir 20% tré 1én, linh vuc tai chinh tir 15% tro

~

Ién.
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