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& TDC LOI NOI DAU

Nham nang cao nang lwc vé quan Iy chat lwong, dbi moi
sang tao, cat gidam chi phi mot cach tdi wu, nang cao nang
lwe canh tranh, tdng nang suat & chat lwong cho Doanh
nghiép trén dia ban TPHCM, giup Doanh nghiép dwa ra cac
kich ban dé ton tai va phat trién trong thei ky khing hoang
va hau khung hoang nam 2020.

MBA Tran Binh Clru — Téng Giam Bbc Coéng ty TNHH Tw
Van Tran Dinh Clru, v&i trén 26 ndm kinh nghiém tw van va
dao tao hé thong quan ly va quan tri doanh nghiép, thiét ké
chwong trinh huan luyén “BSI — KPI Hiéu qua tiec thi”.
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Noi dung chwong trinh nay dwoc thiét ké dwa trén:

- Cac Doanh nghiép Viét Nam rat mudn thwe hién KPI, nhwng chd yéu
dé thwdng va phat, khéng tap trung vao cai tién qua trinh va két qua
hoat dong

- Dwa trén 26 nadm kinh nghiém, chang téi thiét ké chwong trinh BSC —
KPI.

- THE SCORECARD SOLUTION.

- Measure What Matters and Drive Sustainable.

- Growth - DAN E. KING 2015.

- Measuring What Matters - Rod Napier & Rich McDaniel — 2006.

- Measure What Matter — Johh Doerr — 2018

Chwong trinh huan luyén nay duoc thiét ké phu hop cho dbi twong hoc
vién la cac Nhan suw chu chét/ Can bd quan ly / Trwdng pho cac bd
phan / CEO / Chu Doanh nghiép cua cac Doanh nghiép.
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NOi dung chinh cua khéa hoc:

(1) Hiéu dung muc dich ap dung BSC — KPI.

(2) Hwéng dan thiét [ap BSC-KPI.

(3) Hwéng dan chan doan hién trang do lwdng hoat
ddng cua Céng ty, dé xac dinh nhirng sai 1am vé tw
duy do lwérng dang tap trung vao nhirng diéu khong
cot 16i, dé phat trién Doanh nghiép
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1. Muc dich:

- Xay dung BSC-KPI thyc chat pht hop véi
bbi canh cua Cong ty, tao hiéu qua twrc thi.

- Ké hoach thiét 1ap BSC-KPI.
- Danh sach KPI (co ban) dwoc xac dinh.
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2. NOI dung:

Chwong trinh ngay thw 1:

1. BSCla gi? KPI 1a gi?

2. Hiéu dang muc dich 4p dung BSC & KPI

3. X4c dinh bd ti tai lidu dinh hwdng thiét1dp BSC — KPI
- Ning hre cot 161 (Bai tap).
- Gia tri 6t 161 (Bai tip)
- 51F mang
- Tam nhin

4. Bai tdp thiét lip BSC-KPI murc d6 co ban.

5. Méi nguy hai ciia viée copy céc chi sé KPI cua noi khic, 4p dung viao Cong ty va céc sai
ldm khi ap dung BSC — KPI.
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2. Noi dung: (tiép theo)
Chwong trinh ngay thiw 2:
6. Xac dinh nhitng thanh vién tham gia xdy dung BSC - KPI dam bao thanh céng.

7. Thiét 14p KPI cdp lanh dao dya trén bé tik tai liéu, phu hop béi canh Céngty. S6 it 1a quan
trong. It chi sé do 1a t6t. Bai tap.

8. K¥ thudt nhom cac chi s6 do, xac dinh trong s6 cac chi s6 do mét cach khoa hocso véi cam
tinh.

Chwong trinh ngay thiw 3:
9. Thiét 14p KPI bo phin, KPI c4 nhinbao dam lién két va KPI lanh dao (bai tip)

10. Trién khai, 4p dung, cai tién bé BSC-KPI di thiép 1dp dam bao luén phithopbdi canh kinh
doanh.

11. Tranh hién twong "khong lo 1am" ma chi tip trung "lo do" gdy mat doan két, ling phi
ngudn hire, khién cho béd BSC-KPI khéng hiéu qua.

Bai tip thuwe hanh (0.5 ngay)
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3. Poi twong:

- La cac Chu Doanh nghiép, cap quan ly tr cac Cong ty da hoat ddng it
nhat 1 nam.

4. Cach thirc huan luyén:

4.1 Giang vién giang.

4.2 Chia nhém dé lam bai tap, méi nhom tbi da 4 hoc vién. Cach thirc

thwe hién bai tap nay la dwa trén ly thuyét da hoc, cac hoc vién chia sé
cach thirc ap dung.

4.3 Khdng chia nhom lam bai tap, ma thwe hién bai tap thwe té cla
trng hoc vién. Cach thire thwe hién bai tap nay la giup cho hoc vién
(rng dung nhirng diéu da hoc vao ngay thuc té tai Cong ty, dé hoc vién
biét cach ap dung khi tré vé Doanh nghiép cia minh.

Do vay, méi I&¥p hoc, khodng 4 hoc vién can 1 Giang vién tro
giang. Twong dwong 30 hoc vién/ 1 I&p can 6 Giang vién dé thuc
hién hé tro Giang vién chinh.
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5. Tieu chuan hoc vién dau vao/dau ra:

- Pau vao: La cac chi Doanh nghiép, cap
quan ly tr cac Cong ty da hoat déng it nhat
1 nam, cO khao khat mubén thwc hién KPI
hiéu qua, phu hop voi bbi canh cua Cong
ty.

- Bau ra: Hoc vién dat yéu cau khi tham gia
100% budi hoc.
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6. Cau tric ndi dung chwong trinh:
Chwong trinh ngay thw 1:
1. BSC 14 gi? KPI 1a gi?
2. Hiéu diing muc dich dp dung BSC & KPI
3. Xac dinh b ti tai liéu dinh hwdng thiét 1dp BSC — KPI
- Ning lye c6t 161 (Bai tap).
- Gia tri c6t 1oi (Bai tap)
- S1ir mang
- Tam nhin
4. Bai tap thiét lap BSC-KPI mtkc d6 co ban.

5. Méi nguy hai ciia viée copy cdc chi s KPI ciia noi khéc, 4p dung vao Cong ty v cic sai
l1dm khi ap dung BSC — KPI.
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Chwong trinh ngay thiw 2:
6. Xac dinh nhitng thanh vién tham gia xdy dung BSC - KPI dam bao thanh céng.

7. Thiét 14p KPI cdp lanh dao dya trén bé tik tai liéu, phu hop béi canh Céngty. S6 it 1a quan
trong. It chi sé do 1a t6t. Bai tap.

8. K¥ thudt nhom cac chi s6 do, xac dinh trong s6 cac chi s6 do mét cach khoa hocso véi cam
tinh.

Chwong trinh ngay thiw 3:
9. Thiét 14p KPI bo phin, KPI c4 nhinbao dam lién két va KPI lanh dao (bai tip)

10. Trién khai, 4p dung, cai tién bé BSC-KPI di thiép 1dp dam bao luén phithopbdi canh kinh
doanh.

11. Tranh hién twong "khong lo 1am" ma chi tip trung "lo do" gdy mat doan két, ling phi
ngudn hire, khién cho béd BSC-KPI khéng hiéu qua.

Bai tip thuwe hanh (0.5 ngay)
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YEU CAU DOI VOI1 HOC VIEN TRONG
VA SAU KHOA HOC

- Thanj gia thao luan rng dung ndi dung da hoc vao vao
thwc té doanh nghiép minh ngay tai I&p v&i giang vién va
ngwoi hwdng dan

- Ap dung noi dung da hoc vao thuc té doanh nghiép minh
va cung cap thoéng tin phan hoéi khi dwoc khao sat:

+ Ngay sau khi két thuc khda hoc

+ Sau khi két thuc khéa hoc dwoc 1 thang

+ Sau khi két thuc khoa hoc dwoc 3 thang.

+ Sau khi két thuc khoa hoc dwoc 6 thang.

+ Sau khi két thuc khoa hoc dwoc 9 thang.
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I/ Lich str hinh thanh

Céac_nhu cau Doanh nghiép vé viéc can c6 moét hé thong quan
ly @& kiém soat moi hoat ddng ciia Doanh nghiép dé ton tai &
phat trién _trong MmO trd'ng canh tranh day bién dong clng
nhw cac rdi ro khién cho kinh doanh bi dut gay.

Nhu cau Doanh nghiép Viet Nam can phai do lwérng muc tiéu,
thanh tich dé cai tién cac qua trinh hoat dong trong yeu trong
Doanh nghiép, cling nhw nang cao thanh tich cia déi ngl
CBCNV.

Vé&i kinh nghiém nhiéu ndm tw van cho cac doanh nghiép tai
Viet Nam, MBA Tran Dinh Ctru thiét ké khéa hoc “BSI — KPI
hiéu qua trc thi” véi mong mudn dwoc tro gilp cac doanh
nghlep trong viéc nang cao nang lyc canh tranh, tdng nang
suat, chat lwong,.... vuot qua khing hoang.
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Thé diém can bang dwoc ciu thanh tir bén khia canh riéng biét: tai chinh,
khach hang, hoat déng kinh doanh néi bd, hoc tap va phat trién. Thé diém can
bang dwoc nhém nghién ctru chirng minh tinh kha thi va mang lai nhirng lgi ich
cdia mét hé thdng do lwdrng can bang. Két qua nghién ctru dwoc tom lwoc dang
trén t& bao Harvard Business Review sb thang 1 va thang 2 ndm 1992 c6 tén
“Thé diém can bang — Nhirng thwédc do thic day hiéu qua hoat dong”. Hai 6ng
cling miéu ta tdm quan trong cla viéc lwa chon cac thwdc do trong Thé diém
lam can c& theo thanh cdng chién lwoc trén bai bao mang tén “Ap dung md
hinh Thé diém can bang trong thuc tién” trén t& bao Harvard Business Review
sb thang 9 va thang 10 nam 1993. Trong thwe té, Thé diém can bang da phat
trién tr modt hé thdng do lworng dwoc cai tién thanh mot hé théng quan Iy cot
16i. TéM lwoe nhivng phat trién nay dwoc dang trén t& bao Harvard Business
Review sb thang 1 va thang 2 ndm 1996 vé&i tiéu dé “Str dung Thé diém can
bang nhw mdt hé théng quan Iy chién lwoc. Cac yéu td cia hé théng méi nay
dwoc miéu ta trong quyén sach dau tién cha hai 6ng mang tén “The Balanced
Scorecard: Translating Strategy into Action” (Thé diém can bang: bién chién
lwoe thanh hanh ddng) . Trong sudt bén nam tiép theo, hai 6ng theo dbi két qua
cia mot loat cac cong ty thi diém va nhan thdy cac cong ty nay dat duwoc két
qué vuot trdi chi trong hai dén ba nam.
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Nhirng kinh nghiém va thwc té cla cac cong ty nay dwoc hai 6ng mo ta
trong cudn sach “The Strategy- Focused Organization: How Balanced
Scorecard Companies Thrive in the New Business Environment” (T
chirc tap trung vao chién lwoc: Cac cong ty st dung Thé diém can
bang phat dat nhw thé nao trong méi trwdng kinh doanh mdéi) nam
2001. Viéc tap trung vao cac muc tiéu dan dén mot dot pha do cac muc
tiéu nay lién két v&i nhau theo quan hé nhan qua trong bon yéu t cua
Thé diém can bang va dwoc dat tén la ban dé chién lwgc. Stre manh
cla ban dd chién lwoc la tinh lién két quan hé nhan qua va bién tai san
vd hinh thanh két qua hiru hinh. Thé diém can bang dwoc hon mot niva
doanh nghiép trong danh sach Fortune 1000 (rng dung ké t&» nam 1996
va Thé diém can bang dworc tap chi Harvard Business Review danh gia
la mot trong 75 y twdng co ste dnh hwdng nhat thé ky 20.
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Khai niém Thé diém can bang “Phwong phap Thé diém can bang
(Balanced Score Card — BSC) la hé thong xay dwng ké hoach va quan
tri chién lwoc, dwoc t6 chire kinh doanh, t& chirc phi loi nhuan va
Chinh pht st dung nham dinh hwéng hoat déng kinh doanh theo tam
nhin va chién lwoc cla té chirc, nang cao hiéu qua truyén thong ndi bo
va bén ngoai, theo ddi hiéu qua hoat ddng cua doanh nghiép so voi
muc tiéu dé ra. N6 mang dén cho cac nha quan ly va cac quan chirc
cap cao trong cac td chirc mdt cai nhin can bang hon vé toan bd hoat
ddng cla td chirc”. Thé diém can bang 1a mét hé théng nham chuyén
hdéa tdm nhin va chién lwoc cda t6 chirc thanh nhirng muc tiéu va
thwéc do cu thé thdng qua viéc thiét lap mot hé thdng do Iwdng thanh
qua hoat ddng trong mét td chirc trén bdn khia canh tai chinh, khach
hang, hoat déng kinh doanh ndi bd, hoc tap va phat trién.
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I/ Co’ sé thiét ke chwong trinh

NOi dung chwong trinh dwoc thiét ké dwa trén

- Cac Doanh nghiép Viét Nam rat mudn thuc hién KPI, nhwng chi yéu
dé thwéng va phat, khdng tap trung vao cai tién qua trinh va két qua
hoat dong

- Dwa trén 26 nam kinh nghiém, chang t6i thiét ké chwong trinh BSC —
KPL.

- THE SCORECARD SOLUTION.

- Measure What Matters and Drive Sustainable.

- Growth - DAN E. KING 2015.

- Measuring What Matters - Rod Napier & Rich McDaniel — 2006.
- Measure What Matter — Johh Doerr — 2018
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11/ Lovi ich ap dung & Han ché cta phwong phap

1. Lo ich ap dung:

Cung cap cho doanh nghiép mét phwong phap hoach dinh chién lwoc thuc
té, dé st dung.

*GiUp lam rd, cu thé hoa chién lwgc cda tb chirc thanh nhirng muc tiéu cu thé.
«Cung cap mdt khudn khd, phwong phap dé sap xép wu tién cac dv an, dich
vu, sdn pham, ngudn lwc cla tb chirc.

Cung céap cac thuwdc do vé két qua cdng viéc dé quan ly viéc thuc hién cac
muc tiéu dat ra.

‘Mang lai cho ch doanh nghiép mot cdng cu hiéu qua dé quan tri sy thay dbi
hiru hiéu trong t6 chirc ctia minh.

2. Han ché cua phwong phép:

- Dé& bj cac yéu td hap dan khac (thdng tin tham khao internet, sach vé...) lam
nhiéu di 1éch v&i Gia tri va Nang lwc cbt 16i chia doanh nghiép

- Viéc xay dwng va trién khai KPIs 1a qua trinh khdng dé dang, viéc ap dung hé
thdng nay trong danh gia nang lwc va dat ra cac muc tiéu cdng viéc cho lao
ddng gitup doanh nghiép danh gia diung ndng lwc cdia nhan vién. Pong thoi
quan ly tot bai toan nhan sw trong méi céng ty.
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IV/ Tinh hinh ap dung :

Theo khao sat gan day, hon 80% s6 tap doan trong Top Fortune 500 cling v&i
cac doanh nghiép nhé va vira (SMEs), cac co quan quan ly nha nwéc va
céc t6 chirc phi lgi nhuan trén khap thé gi¢i da 4p dung cong cu BSC - KPI.
Bat kip xu thé hién tai, trong nhirtng ndm gan day, nhiéu doanh nghiép (DN) Viét
Nam cling dang dan thay thé cac phwong phap quan tri truyén thdng bang hé
théng BSC - KPI.

Tuy nhién nhiéu CEO néu thuc trang chinh ho quan Iy nhan vién con cam tinh,
chwa c6 hé thdng danh gia nang lwc, chwa ghi nhan dwoc hiéu qua 1am viéc cla
nhan vién. C6 CEO lai than phién 1a gap khé khan trong viéc chia thwéng cho
nhan vién vao dip cudi ndm...

Thwe trang nay con phd bién tai cac DN Viét Nam khi chwa nhiéu DN &p dung
dung phwong phap Balanced Scorecard - Key Performance Indicator (BSC - KPI)
trong diéu hanh DN. BSC - KPI dwoc biét dén nhv mot cong cu quan tri hiru hiéu
cta cac DN trén thé gioi.

Trwdc day, DN Viét Nam chwa ch( trong van dé quan tri hiéu suéat 1am viéc,
nhwng gi® day, trwde tinh hinh canh tranh tré nén khoc liét, cac DN nwdc ngoai 6
at dau tw vao thij trwdng Viét Nam, doi hdi cac DN trong nwéc phai tang hiéu qua
quan ly, ndng cao nang lwc nhan vién nham tang nang lwc canh tranh.
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V/ Piéu kién dé ap dung thanh céng

Sw cam két cua lanh dao

Tw duy céi tien — viéc &p dung BSC KPIs dé cai tién
khong phai dé xem xét danh gia lwong thuwong

Yéu t6 “key” phai phii hop véi bo ti tai liéu cla doanh
nghiép (s*r ménh, tam nhin, gia tri cot 106i va nang lwc cot
15i).

Khéng nén cé qua nhiéu “key” trong td churc.

Tuén tha va khéng duoc thay doi muc tiéu khi dieu kién
khach quan bat loi.



& TnC

PHAN 2.
NOI DUNG CHI TIET CUA
PHUONG PHAP

(phwong phap!/ tiéu chuan/
cdng cu/ hé thong quan ly/coéng
nghé, ky thuat...)
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bAU VAO

 Lich sw

bénh gia dinh

 Lich sw

bénh ca nhan

« Mbi trwdng song@ ©

QUA TRINH

PAU RA
Nhip tim
Huyét ap
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Vong eo

Can nang

« Lwong nwéc udong moéingay -+ Soé km chay bo

«  Lwong muoi hap thu

CHI sO PO SUPC KHO

Stress

~

J

[[ DAU VAO

QUA TRINH ===y pAU RA

E

KET QUA
1. Tot
2. Xau
« Bénh
 Nghi ng®
CACH SONG
S ménh
Tam nhin
Muc tiéu

GTCL
NLCL

a & W D PE

>{ KET QUA }

26




4 PAU VAO )
 Nhan vién
coO ky nang
 Nhan vién
hanh phuc
 Nguyén
vat liéu
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KPI QUA TRiNH
 Nang suat
 Van hanh

« An toan
« Tai chanh
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HE THONG PO LUONG HIEU QUA

1. S itla quan trong
—  Dinh ky 1anh dao xem khdng qua 20 chi sb do
—  Nhiéu chi s do giao cho cac cap duwdi
—  Nhiéu chi s6 do két hop thanh chi s do tbng hop
2. Lién két str ménh, tam nhin, gia trj cot 16, nang lyc cot I6i & cac yeu to thanh cong
chu yéu (KSFs — Key Success Factors)
—  Chi sb do diéu hanh co ban hoat dong cla coéng ty (s ménh)
—  Chisb do tao sy khac biét vwot dg‘)i tha (Tam nhin, gia tri cdt I16i, nang Iwc cbt
16i & cac yéu to thanh céng chu yeu )
3.  Chisb do tap trung qua kh, hién tai & twong lai
—  Van dé hau hét cac chi s6 do tap trung vao qua khir & hién tai. (doanh thu, Igi
nhudn quy qua la bao nhiéu? Bao nhiéu tai nan da xay ra....).
—  Ban khéng can du bao chi nhin sb liéu thuc té, t&i dau hay téi do
—  Néu chi thé cty chi tdn tai trong 5 nam.
— Chi sb twong lai giup dw bao cho thang t&i, quy t&i, nam téi.
—  Sb bao gia/ doanh thu sp m&i, théng sb kiém soat dau vao/ thong sb kiém soat
qua trinh. 29
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HE THONG PO LUONG HIEU QUA

4. Lién két v&i nhu cau khach hang, nhan vién & cac bén lién quan
—  Lwa chon sai chi s6 do, ra quyét dinh, pha séan (bac si Iwa chon sai chi
sO do, ra quyét dinh qua nguy hiém).
—  Lwa chon chi so dung la quyét dinh chien luvgc (khong Iwa chi so dé
do, Iwa chi s6 quan trong véi cac bén lién quan.)
5. Chi sb do truyén xudng tat ca cac cap & nhat quan
—  Nhiéu cong ty, chi s6 do cda bd phan, phong ban, chi nhanh, khu vue
dia ly khéng nhat quan véi chi s6 do cua cong ty (lwa dé do, dé dat,
bénh thanh tich.)
—  Dau tién thiét Iap chi so do cap cong ty trwdc (cap cao) lién ket nhu
cau cac bén lién quan.
—  Truyén céac chi s6 do xubng cap duwédi (bd phan, phong ban, khu vwc)
—  Truyén xudng ca nhan
—  Nhat quan, dwdi dat thi trén moi dat.
—  Tranh tredng hop moi ngwdi dat, moi bd phan dat, riéng cap cao lanh

dao khong dat.
30



%

T

C

HE THONG PO LUONG HIEU QUA

Nhiéu chi sb do riéng ré (Indicator/ metric) nén két hop thanh chi s do
tong hgp — ( Index).

1 s6 cty 1 khia canh do nhiéu chi sé con cho la rat quan trong
Két hop thanh chi sd do téng hop
Vi du chi sb do thda man nhan vién

Khao sat tinh than nhan vién (20%)

Vang mat khédng phép (25%)

Nghi viéc (25%)

Phan nan (10%)

Nang suat (20%)

7. Chi s do thay dbi khi bdi canh va chién lwoc thay dbi.

Thém chi s ma&i khi nhu cu khach hang thay doi
Loai chi s6 cii khédng phu hop

Loai cac chi sb lic nao cling dat 100% ( da tré thanh théi quen, vi du
do nhan vién mim cudi)
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HE THONG PO LUONG HIEU QUA

8. Chi s6 do phai cé muc tiéu phai dat — muc tiéu phai dva trén
nghién cwu dir liéu.
—  Chi sb do khéng c6 muc tiéu phai dat 1a vé nghia
— Ve (jc‘“) thi két qua khéng cd muc tiéu, khéng phan tich dé ra
quyét dinh’
—  Muc tiéu thap dé dat (bénh thanh tich), 1ang phi.
—  Muc tiéu tham vong nén danh cho ca nhan co thai do tich cwc
—  Muc tiéu nén j[héch thirc danh cho can bé nhan vién dwa trén
nghién ctru so liéu (cua minh, doi tha, nganh, xu hwéng)
9. BSC khéng phai Ia dia than
—  Thiét ké lai hé thdng do khéng cé nghia la thanh céng
—  Cobng cu dé trién khai chién lwoc hiéu qua.

—  Quan ly c6 khoa hoc va hé thong.
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Loi ich thwe hién do lwéng cé chién lwoc

 Thwong phén doi 1a khéng co thoi gian, khong ¢6 nguwoi, qua nho,
qua to, chan chw khong thiét ké lai hé thong do lvong.

 Loiich:

1. Giam rai ro diéu hanh cdng ty khi chi dwa trén 1 vai chi s6 do
tai chanh.

2. Quan ly dwa trén khoa hoc va kinh nghiém.

3. Gidm 80% s6 lwong bao cdo hang thang

4. Giam 50% thoi gian hop xem xét clia Ianh dao cap cao hang
thang.

5. Tang kha nang tap trung vao cac yéu t6 thanh cdng ngan han
va dai han

6. Can bang dap rng nhu cau clia cac bén lién quan.

7. Ra quyét dinh quan ly hiéu qua hon

8. Lam cho st ménh. Tam nhin, gia tri cot 18i, ndng lwc cot I16i

song thwe sw trong céng ty, vii khi tao canh tranh. 33



Q‘» TDC cAc VAN DE HE THONG DO LUONG HIEN NAY

1.

2.

Khéng cé sb liéu hodc qua nhiéu sb liéu
Phi cong diéu khién may bay can vira di cac dir liéu va chinh xac
15 — 20 KPI la tuyét voi
Tét ca céac dir liéu tap trung ngan han
D liéu tai chanh
D@ liéu vé sp rat nghéo nan
Phong QA lam cbéng tac phan phat tai liéu nhw admin.
Tap trung vao hdm nay, thang nay, nam nay
C:élc di¥ liéu dai han: théa man khach hang, thdéa man nhan vién, trach nhiém cong
dong.
Thiéu chi tiét (chi bao cdo sbé tbng, khi can xem sau thi khéng c6 sb liéu chi tiét — né

tranh)

Chi 56 do két qua khong c6 y nghta, tham chi diéu khién hanh vi sai (so trang viét/ ngay,
SO cOng viéc hoan thanh nhwng khéng quan tam chat lwgng, s6 cuéc goi khach hang

tiém nang... trdch nhiém gidi trinh, dang quy trinh, nhwng khdng quan tdm hau qua. Po

ga nwdng trong nha hang)

Do sv lich sy so v&i do nang lwc (min cwdi so véi dung gid)
Do hanh vi so v&i do hoan thanh (céng viéc thi cdng — viéc tuan tha - chwa chac dam

bado két qua hoan thanh

Chi sb do khuyén khich canh tranh, khéng khuyén khich teamwork (so sanh véi phpng
ban khac trong ndi bo cty)
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AC YEU TO THANH CONG CHU

[su’ MENH, TAM NHIN, GTCL, NLCL} j

YEU
CAC YEU TO BIEU HANH CO BAN}

HINH
P C
THIET [
AP

LA

A4

CAC CHI SO bO KPI

A

MUC TIEU

Vi

KE HOACH HANH DONG

]
2
%

S ménh céng ty la gi?
Muc tiéu twong lai cua ct
Cty dai dién cho diéu gi?
Thé manh néi bat cty

Dieu gi cty tap trung
vwot qua doi tha dé
dat dworc tam nhin.
Pieu gi cty tap trung

dé hoan thanh s ménh

Can bang cac khia canh
Qua khtr

Hién tai

Twong lai

Muc tiéu mong mudn
hang nam va dai han
cho tirng chi so

Hanh dong thwc hién
dé dat muc tiéu
35
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MISSION — SU MENH

* Your organization’s overall function. The mission
answers the question, “What is your organization
attempting to accomplish?” The mission might define
customers or markets served, distinctive or core
competencies, or technologies used.

 Chirc nang tong thé cta td chirc. S ménh tra I cau
hdi, "Td chirc clia ban dang cd gang hoan thanh diéu
gi?" S ménh co thé xac dinh khach hang hodac thi
trwdng dwoc phuc vu, cac nang lwc hoac céng nghé dac
biét hodc cot 16i dwoc st dung.
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VI DU SU MENH

1. 3M: GIAI QUYET CAC VAN BE CHUA BUQC
GIAI QUYET

2. WALT DISNEY: LAM CHO MOI NGUO'l HANH
PHUC
3. WAL — MART: NGUO'l DAN BINH THUONG

CO CO HOI MUA HANG HOA TUONG TY
NHU NGUO'l GIAU MUA.
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VISION - TAM NHIN

* Your organization’s desired future state. The vision
describes where your organization is headed, what it

Intends to be, or how it wishes to be perceived in the
future

. Trang thai twong lai khao khat cua té chirc. Tam nhin
mé ta noi td chire clia ban dang hwéng dén, dw dinh trd
thanh gi hodc cach té chirc mong mudn dwoc nhin nhan
trong twong lai
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% TDC CORE COMPETENCIES - NANG LYC COT LOI

Your organization’s areas of greatest expertise; those strategically important, possibly
specialized capabilities that are central to fulfilling your mission or that provide an advantage in
your marketplace or service environment. Core competencies are frequently challenging for
competitors or suppliers and partners to imitate, and they may provide an ongoing competitive
advantage or create opportunities in your business ecosystem. The absence of a needed core
competency may result in a significant strategic challenge or disadvantage for your
organization in the marketplace. Core competencies may involve technological expertise,
unique service offerings, a marketplace niche, or business acumen in a particular area (e.g.,
business acquisitions).

Céc linh vec chuyén mon giéi nhat cda to chirc; nhitng néng lwc chuyén moén, quan trong ve
mat chién lwgc, la trong tdm dé hoan thanh si* ménh hoac mang lai loi thé trong thi trwdng
hoac moi trwdng dich vu.

Nang lwe cdt 16i thwong la thach thire dbi véi cac dbi tha canh tranh hodc nha cung cap va doi
tac dé bat chuwoc

Chung ¢6 thé cung cap lgi thé canh tranh lién tuc hodc tao co hdi trong hé sinh thai kinh
doanh cua ban.

Viéc khong cé nang luc cot 16i can thiét co thé dan dén thach thirc chién lvoc dang ké hoac
béat loi cho tb chire trén thj trwdng.

Nang lwc cbt 16i cé thé lién quan dén chuyé&n mdn céng nghé, cung cép dich vu déc dao, thi
trd'ng ngach hodc la mii nhon kinh doanh trong mét linh vwe cu thé (vi du: mua lai doanh
nghiép).



& TDC CORE VALUES - GIA TR] COT LOI

The guiding principles and behaviors that embody how your organization and its people are
expected to operate. Values influence and reinforce your organization’s desired culture. They
support and guide the decisions made by every workforce member, helping your organization
accomplish its mission and attain its vision appropriately. Examples of values include
demonstrating integrity and fairness in all interactions, exceeding customer expectations,
valuing individuals and diversity, protecting the environment, and striving for performance
excellence every day.

Céac nguyén tac va hanh vi hwéng dan ma no thé hién cach té chirc clia ban va nhirtng ngudi
trong t0 chirc dwoc yéu cau phai van hanh.
Céc gia tri nay anh huwédng va nang cao van héa mong mudn cla té chirc.

Céc gia tri nay hd tro va hwdng dan cac quyét dinh dwoc thwe hién béi tirng thanh vién trong
lwe lwong lao dong,

Giup td chrc hoan thanh sir ménh va dat dwoc tdm nhin mét cach thich hop.
Vi du vé céc gia tri, bao gébm nhu:

— Tinh chinh trwc va cdng bang trong tat ca cac giao dich

— Vwot mong doi cia khach hang.

— Tbén trong Gia tri cia ca nhan va sy da dang,

— Bao vé méi truvdng

— Phan d4u dat thanh tich tuyét hao méi ngay.
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XAC PINH CAC YEU TO
THANH CONG CHU YEU KSFs

Xac dinh cach thire dat dwoc tdm nhin va vwot qua déi tha canh tranh.

1 -3 KSFs

La cac diém yéu trong yéu cty phai stra dé dat dwoc tdm nhin, tan dung co hdi, tranh de doa

La diém manh cty phat huy d& vwot qua dbi tha, tan dung co hoi, tranh de doa

KSFs gidng nhw chién lwvgc sbng sét phai dwoc géi cho vay tr ngan hang dé dung cho trang trai
chi phi trong cty trong 6 thang t&i.

KSF khéng phai muc tiéu (tang RQI 18‘%, tang doanh thu 22%’ném tc’ri.),KSF giébng ké hoach
hanh déng, ca hai déu tap trung diéu can lam hoac cach lap ké hoach dé ithénh cébng. Nhuwng khac
biét chinh KSF Ia tép’trung \{éo Iinh vire hoac hanh dong réng hon, con ké hoach hanh déng la
cac hanh dong cu thé, chi tiét.

KSFs cai tién hinh anh vé chat lwong da gay tén that trong mat khach hang.

Ké hoach hanh dong: cac ky thuat kiém tra CL trong nha may, tang diém kiém tra, téang kiém tra
trong qua trinh san xuat sp méi. Thiét Ilap chwong trinh quang ba toan dién trén TV , bao chi.
KSFs gia tdng diém phan phdi.

Ké hoach hanh dong mé& mai 8 nha phan phoi méi, thiét 1ap doi tac voi 2 siéu thi ban 18, tang dién
tich nha kho cho phép giao hang trwc tiép cho khach hang
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Dieu gi lam ban khac biét

« Chi phi thp nhat .
- D& tiép can kinh doanh nhat

« Mang lwdi phan phdi I&n nhat
« Danh tiéng

« Codng nghé hang dau

« Chéat lwong 6n dinh

« Customize theo cach cua ban
« Pao duc

* Trung thuwc

Sp m&i c6 mat s&m nhat trén
thi trvong.

Sp dbéc dao/ khac biét

Vi tri thuan loi

Strc manh ban hang
Thwong hiéu ndi tiéng

Dich vu tot nhat

An toan nhat

Phong cach nhat

Cac cty thanh cong luén tap trung va tré nén néi tiéng tir 1 — 3 KSFs
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~ 3 CAU HOI VANG
VE SAN PHAM/ DICH VU

1. DIEU GI ANH CHI AN TUONG NHAT TU SAN PHAM/ DICH VU
CUA CHUNG TOI, MA DA KHIEN ANH CHI CHON SAN PHAM/
DICH VU CUA CHUNG TOI CHU KHONG CHON CUA BOI THU?

2. DIEU GI CHUNG TOI CAN CAI TIEN VE SAN PHAM/ DICH VU
PE NANG CAO HON NU'A SU HAI LONG CUA ANH CHI?

3. DIEU GI CHUNG TOI CAN LOAI BO NGAY TRONG SAN PHAM/
DICH VU BE NANG CAO SU’ HAI LONG CUA ANH CHI?
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3 CAU HOI VANG
VE THAI O PHUC VU

1. DIEU GI ANH CHI AN TUONG NHAT TU THAI BO PHUC VU
CUA CHUNG TOI, MA DA KHIEN ANH CHI| KINH DOANH VO
CHUNG TOI CHU KHONG KINH DOANH VOI BOI THU?

2. DPIEU GI CHUNG TOI CAN CAI TIEN VE THAI DO PHUC VU BE
NANG CAO HON NU’A SU HAI LONG CUA ANH CHI?

3. DIEU GI CHUNG TOI CAN LOAI BO NGAY TRONG THAI BO
PHUC VU BE NANG CAO SU HAI LONG CUA ANH CHI?
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BO CAU HOI XAC DINH KSFs

Tai sao khach hang mua hang cla ching ta ngay lan dau tién tiép xdc ?
Chung ta rat ra diéu gi?

Tai sao khach hang quay lai mua? Tai sao khach hang bé di?

Loi thé ndo hién chang ta vuot qua déi thi ma ta cé thé khai thac hon nira?
Diéu gi chung ta phai 1am ma déi tha rat khé copy?

Cum t ndo sé di vao tdm tri ngwdi dung khi ho nghe dén tén cda chuing
ta?

Diéu gi chung ta mudn lam dé tré 1&n noi tiéng?

Van dé nao ta phai khac phuc ngay dé khéng hily hoai thanh céng twong lai
cua chung ta?

Pirng 1am 1an cac yéu to diéu hanh co ban v&i cac yéu to thanh céng chi yéu KSFs.
KSFs thay doi theo th&i gian, trong khi cac yéu té6 diéu hanh co ban rat it thay doi
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Tim dir liéu dé xac dinh KSFs

Phan tich tinh hinh trong giai doan hoach dinh chién
lwoc

Kién thirc, thdng ti vé doi tha canh tranh.

Nghién ctru thj trwdng vé nh cau va mong doi cla
khach hang.

Thau hiéu nhu cau & mong doi khach hang

Dw bao céac yéu cau twong lai

Xu hwéng quan tdm cla cdng dong vé SP/DV
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Thwe hién xac dinh KSFs

1. Pdng ndo cang nhiéu KSFs cang nhiéu cang tot (50 kSFs)
2. Xép hang wu tién m&rc do quan trong dé vuot doi tha va huéng dén tam nhin
(phiéu bau)
3. Chontwr 1—-3KSFs
4, E)‘inh nghia cu thé cac KSFs (tap trung dem [ai gia tri cho khach hang: chung ta
can nguwrng ngay viéc gia dinh da hiéu nhu cau khach hang, tiv day chungta
phai khao sat khach hang I6n NPP, Bai ly cap 1, ngudi tiéu dung tlr do thiet ke
cac chwong trinh gia, khuyén mai va cai tién sp/ dich vu dé tao ra gia tri cho
tirng thanh vién kénh tiéu thu.)
5. KSFs phai dugc dinh nghta du r6 va cu thé dé xac dinh céc chi so do. (dé
danh gia s tién bd)
6. Chi sb do:
1. Doanh thu trén NPP (lag indicator)
2. Su hai ldng cla NPP vé chwong trinh dwa ra.
3. Sw hai ldng cta Pai ly cép 1
4. Sy nhan biét thwong hiéu ctia ngudi tiéu dung (leading Indicator) 48
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Bai tap KSFs

Nhom chon 1 cong ty lam dai dién, thwc hién xac dinh
KSFs (thoi gian 45°)

1. Nguwoi dwoc chon gidi thiéu cty va bo to tai liéu cty (néu
co)

2. Thanh vién nhém dung bé 7 cau hdi xac dinh KSFs dé
phong van nguoi dai dién va dong nao xac dinh cac KSFs
cang nhiéu cang tot.

3. Xép wu tién va chon tr 1 — 3 KSFs

4. Pinh nghia cu thé 1 KSF

5. Xac dinh cac chi s6 do cho 1 KSF.
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TIEU CHI 7: Két qua (450 diém)

7.1 Két qua vé san pham va qua trinh: Céc két qua hoat dong ve san
pham va cac két qua hiéu lwc qua trinh cua ban la gi? (120 diem) 25%
(dyﬁng doi khach héng phan hoi qua tre, c6 cac chi s6 do nbi b(f), de tao
niém tin sp dat yéu cau trwdc khi giao hang, tap trung 1 it chi s6 index)
7.2 Két qua vé khach hang: Cac két qua hoat dong hwéng vao khach
hang cla ban la gi? (80 pts.) 20% ( rat yéu it do, do mién cwéng, h‘mlh
thire, cau !(héo sat chung chung. Nén do sw cam nhan. Nén c6 chi sb
cirng & mém tao index.)

7.3 Két qua vé Iuc luvong lao déng: Két qua hoat déng tap trung vao lyc
lwong lao dong cua ban la gi? (80 pts.) 20% (yéu nhat, néu do thi 1 nam/
lan, nén tap trung hai long, hoc tap, phat trien va tao index

7.4 Cac két qua vé quan tri va lanh dao: Cac két qua vé quan tri va lanh
dao cua ban la gi? (80 diem) 15% (cling khéng do, an toan, mai trwdng,
trach nhiém c6ng dong)

7.5 Két qua tai chinh, thi trwong va chién luoc: Két qua ve kha nang tai
chinh va thwc hién chién lwgc cua ban la gi? (90 diém) 20% (tai chanh

thwéng do, nhwng ngan han) 50
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7.5 Chi sé do tai chinh, thi tru’o’ng & chién lwoc
moi ngudi déu biét game, so liéu o

1. Qua khtr - Hién Tai — Twong lai

Chi s6 qua khi¥: chiing ta 1am tuan trwoc, thang trwéc, nam trwwée, nam nay nhuw thé nao
Hién tai: ldc nay ta dang Iérr] nhw thé nao?
Twong lai: ta sé lam nhw the nao trong thang té&i, nam t&i

Hién tai Twong lai
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Chi so do tai chinh, thi trwdng & chién lwoc

2. Chi s6 do co ban
3. Chi so do tébng hop ROE
4. Chi s6 do COQ (Cost of Quality)
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CACH TiNH LO1 NHUAN CO BAN

1. Doanh thu ban hang

- Cac khoan giam triv

2. Doanh thu thuan

3. L&i gép

- Chi phi quan ly va chi phi ban hang

M R R R Y O O R

Loi nhuan

Cong thirc: ROS (return on sales) =
Doanh thu thuan



MO hinh DuPont — phan tich ROE:

Loi nhuan sau thué

ROE =
VCSH binh quan
Loi nhuan sau thué Doanh thu thuan Téng tai san binh quan
= X X
Doanh thu thuan Téng tai san binh quan VCSH binh quan

ROE = HE SO LAI RONG X VONG QUAY TONG TAI SAN X SU* DUNG DON BAY TAI CHANH
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Chi so6 do ROE cé ba yéu to6 chinh.

1. Ty suat lgii nhuan sau thué trén doanh thu. Day Ia
yéu to phan anh trinh dé quan ly doanh thu va chi phi
cua doanh nghiép.

2.Vong quay tong tai san. Pay la yéu to6 phan anh trinh
do khai thac va swr dung tai san cua doanh nghiép.
3.Hé so tai san trén von chua s& hiru. Pay 1a yeu to
phan anh trinh dé quan trj té6 chirc nguon von cho hoat
doéng cua doanh nghiép.
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Tang ROE, tirc la tang hiéu qua kinh doanh

1. Tang hé so 1ai rong: Chi tiéu nay Ia chi tiéu quan trong v&i cac nha quan tri, né
phan anh chién lwoc kinh doanh va ciing cho biét hiéu qua kinh doanh ctia doanh
nghiép trong viéc kiém soat chi phi hoat ddng v&i muc tiéu téi thiéu hoa chi phi dé
toi da héa i nhuan. Muén tang stre sinh Igi ciia doanh thu thuan, doanh nghiép can
c6 nhirng bién phap giam chi phi, tang doanh thu va giam cac khoan giam trir doanh
thu. Diéu nay yéu cau doanh nghiép phai cé6 mét chién lwoc kinh doanh phu hop dwa
trén nhirng loi thé canh tranh nhat dinh cia doanh nghiép so vé&i cac doanh nghiép
khac trong nganh. C6 thé bang cach tiét giam chi phi, tao sw khac biét cho san pham
dé tang gia ban...

2. Tang hiéu suat str dung cac tai san san c¢6, nham nang cao vong quay tai san. Cac
giai phap ma cac doanh nghiép hwéng dén nhw: Gia ting don hang, tan dung céng
suat cua thiét bi, day chuyén san xuat bang cach wu tién cac don hang sé lwong I&n
va chap nhan mirc gia thap hon hay cho thué hoidc mua dung chung nhirng thiét bi
c6 toc do khau hao nhanh.

3.Tang mirc dd str dung don bay tai chinh hay néi cach khac la vay no thém vén dé
dau tw. Néu mire Ii nhuan trwée 13i vay va thué trén tong tai san cta doanh nghiép
cao hon mirc 13i suat cho vay thi viéc vay tién dé dau tw cia doanh nghiép la hiéu
qua. Tuy nhién, doanh nghiép can xem xét dén mirc do rui ro tai chinh cé thé gap
phai khi duy tri hé s6 no @ mrc cao va chi nén xem xét quyét dinh ting hé sé no khi
hé s6 no cia doanh nghiép con & mirc thap hon so véi mirc trung binh trung c0%6
nganh.
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Chi phi quan ly chat lwong COQ

banh thu
L tra, stra hang,may ngirng, béo hanh, doi tra, bu hang, ban ré ... l
Cost of Good
Quality
|
| }
l Appraisal I l Prevention
, Costs Costs
= Total CoQQ
i .
= Failure Costs %
[
= N
joNa
52
o
gy
5 o Cost of Prevention
& .
S Plus Appraisal < !
Chi phi chat lwgng: Vang
0% QUALITY LEVEL 100%

gidu trong mo (Juran) (100% defective) (0% good)
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5.

6.

Chi so6 do tai chinh, thi trwdng & chién lwoc

Chi s6 do thi trwong
—  Thiphan
—  Mrc d6 biét dén san pham
—  Murc dd wa thich cla khach hang doi véi théng diép va chwong
trinh quang cao
Chi sb do chién luoc
—  Tilé hoan thanh muc tiéu chién lvoc
—  Tilé muc tiéu chién lwgc dat hiéu lwc va hiéu qua.
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Thiét 1ap chi so6 do tong hop (Index)

1. Chon nhom va céac chi sb do riéng ré ctia nhom

Vi du: Chi s0 do tong hop khach hang trung thanh, gom 4
chi s con:

— Tang hay giam doanh thu cua cac khach hang
— Diém vé khao sat hai long khach hang

— Su khéc biét vé gia canh tranh

— Mwrc d6 quan hé gilra cong ty & khach hang.
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so trong lwong cho tirng chi so riéng ré

' Thang do Hé so
Chi so do trong | Diém
-20(-101 0 | 10| 20 | 30 [ 40 | 50 | 60 | 70 | 80 | 90 100 lwong
Puorng co s& Muc tiéu Tbng cong:




y N
< >
7
N\

Thang do Hé sé
Chi sé do trong | Piém
-20 1-10( O 10 20 30 40 50 60 70 80 90 100 | lwong
Tang /
giam
doanh thu 40%
cua khéach
hang
Khao sat
hai long
) 25%
khach
hang
Sw khac
biét vé gia
15%
canh
tranh
Murc do
quan hé 30%
Puong co sé& Muc tiéu Tbng cong
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3. Thiet 1ap mirc co’ s& két qua cua tirng chi so

Chi s6 do

Thang do

-20

-10

10

20

30

40

50

60

70

80

90

100

Hé s6
trong
lwong

Piém

Tang / giam

doanh thu

cua khach
hang

5%

Khao sat hai
long khéach
hang

78

Sw khac biét
vé gia canh
tranh

Mdc do quan
hé

3.5
16
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4. Thiet 1ap muc tiéu cho tirng chi so

Thang do Hé sé
Chi sé do trong | Diém
-20 1-14( O 10 20 30 40 50 60 70 80 90 100 | lwong
Tang /
giam
doanh thu 5% 25% 40%
cua khéach
hang
Khao sat
hai long 86/
Khach 78 100 25%
hang
Sw khac
biét vé gia
-1 -5 15%
canh
tranh
Mdrc do 3.5/ 4.3/
quan hé 5 5 30%
Puong co sé& Muc tiéu Téng cong
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5. Hoan thanh thang do trén phiéu
— Tang hay giam doanh thu cua cac khach hang
(25% - 5% = 20% : 7 = 3 do rong thang do)
— Khao sat hai long khach hang
(86 —78=8:7=1d6 rong thang do)
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Thang do Hé sé

Chi sé do trong
20 [-19| 0 |j0 | 20 | 30 | 40 | 50 | 60 | 70|| 80 [|90 | 100 ||wong

Tang/
giam
doanhthu | 0 [3%|5% | B% | 11% | 14% i/? 20% | 22% | 249 | 25% | [27% | 30% | 40%
ctia khach i
hang

Khao sat
hai long 76 | 77|| 78 | o | 81 | 81 | 82 | 83 | 84 | s5|| 8% || 87 | ss 25%

) 0
khach 100

hang

Sw khac
biét vé gia
canh
tranh

0 S -1 |45 2 | 25| 3 |35 4 -4.5|| -5 -6 -7 15%

Muc do 3.5/ 4.3/

" 0
quan hé 3.3 |34 5 3.6 | .37 | 3.8 [ 39| 40 | 41 | 4.2 5 4.5 4.7 30%

Puong co sé& Muc tiéu Tbéng cong
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6. Tinh chi s6 do tong hop dwa trén két qua thwc té

- Tang/ giam doanh thu 13% =30x40% =12
cua khach hang:

- Khao sat hai long 84 =60x25% =15
khach hang:

- Su khé&c biét vé gia 6% =90 x 15% =13.5
canh tranh:

- Mrc d6 quan hé: 4 =50x30% =15

Total = 55.5/ 100
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4

THIET LAP PHAN TIiCH TRU'C QUAN

Chi s6 do

Tang /
giam
doanh thu
cua khéach
hang

Khao sat
hai long
khach
hang

Sw khac
biét vé gia
canh
tranh

Mdrc do
quan hé

0

3%

8% 11%

5%

Puwong co s&

14%

Thang do

Piém

Hé s6

trong

60 70 lwong
22% | 24% ARV L IR0 40%
84 85 25%
4 | -45 15%
4.1 4.2 30%

Muc tiéu Téng cong
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Chi 36 do tong hop khach hang

PN AYSYA

XAU XAU TOT XAU
Tang/ giam Khao sat hai Sw khac Mirc do
doanh thu long khéch biét ve gia quan hé
cua khach hang canh tranh '

hang 68
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7.2 Két qua vé khach hang

1. Xac dinh va phan nhom khach hang
2. Xac dinh ndi dau/ mong doi khach hang
3. Phwong phép xac dinh yéu cau khach
hang:
— Gia dinh
— Hai truc tiép diéu ho mudn
— S dung phan hoi, khiéu nai khach hang.
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Khéo sat sw thda man khach hang (mém)

1. Ban danh gia chat lwgng SP/DV cla ching t6i thé nao?

2. Ban danh gia sy phan (ng nhanh cda chung t6i vé van
dé hay moi quan tdm cua ban thé nao?

3. Murc do tiép can khi giao dich v&i chung tdi thé nao?

4. S‘P/ DV nao chiing t8i nén cung cap hién nay Ban dang
can ma chung téi chwa c6?

5. Vui ldbng cho biét 1 diéu chang t6i can cai tién dé nang
cao sw hai long cua Ban cua hon nira?

Khao sat dé tim cach lam cho khach hang thich ch khéng chi dwng hai long.
Van de sty dung thang do khéng ding cach (thwr & theo doi cai tien)

70
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Céu hél Cét .l:l]J Fred Reichheld
1. Kha nang ban sé gi¢i thiéu ban bé va déng
nghiép cho cong ty chung t6i la bao nhiéu
diém?

| | |
| | |
0 9 8 7 6 5 4 3 2 1 0

Khach hang f}gicgh

thlen cam ,
vO cam

O \"T" . . |

ClipartOf. com/1 144093

Khach hang
phan cam
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PO LUONG SU HAI LONG CUA KHACH HANG

2. C4c chi s do cirng (tinh toan) (két qua 7.2)
— Tilé khach hang cii lap lai mua
— Tilé doanh thu trén thanh vién kénh
— Tilé khiéu nai khach hang
— Tilé hang tra lai.
— Tilé mat khach hang
— Tilé khach hang m¢&i do khach hang ci gi&i thiéu
— Murc do quan hé khach hang.
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©® NO O A DdRE

Chi s6 tong hop hai long khach hang
(CSIl — Customer Satified Index)

Khao sat hai long (mém)

Ti 1é khach hang ci 1ap lai mua

Ti Ié doanh thu trén thanh vién kénh
Ti I8 khiéu nai khach hang

Ti & hang tra lai.

Ti I& mat khach hang

C An dinh

hé so

trong lwvong

-

)

Ti 1é khach hang m&i do khach hang ci gidi thiéu

Muc do quan hé khach hang
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CHI SO GIA TR| CAM NHAN CUA KHACH HANG

1. Cam nhan gia tri cia khach hang vé SP/ DV so
voi gia.
2. Gia so v&i doi thd canh tranh chinh

HIi SO PO TONG HOP VE GIA TRI CAM NHAN KHACH HAN
CVI — CUSTOMER VALUE INDEX
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Phan tich gia tri cam nhan canh tranh

Tinh chat

Chd ngdi rong rai
Khéng hut thube
Ghé diéu chinh

coffe
Chd doi
Thai dé phuc vu
Wifi
TONG CONG GIA
TRI
GIA CA
GIA TRI/ GIA CA

Hé sb
trong
lwong

38
10

© O N 01 W

Coffe A
Diém Téng
8 64
10 100
12
8 40
10 20
36
63
335
90

3.7

9

10

0 0 N O O

Coffe B
Piém

Tdng

72
100
15
30
4
48
72
341

100
3.4
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CHI SO DO TONG HOP VE KHACH HANG
Cl - CUSTOMER INDEX

1. CSI
2. CVI
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7.3 Két qua vé lwc lwong lao déng

1. Xac dinh va phan nhom nhan vién
2. Xac dinh nhu cau nhan vién
3. Phwong phép xac dinh nhu cau nhan
Vién
— Gia dinh
— Hai truc tiép diéu ho mudn
— S dung phan hoi, khiéu nai khach hang.
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Khao sat sw hai long nhan vién (mém)

Co hoi phat trién

Murc dO stress

Méi trwedrng tinh than
Tai trong cbng viéc

Poi xt cla cap trén

Poi xtr clia ddng nghiép
Truyén théng c&i mé
MOi tredng vat ly.

An toan

© 00N Ok wwDhRE
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Céu hél Cét .l:l]J Fred Reichheld

1. Kha nang ban sé gidi thiéu ban bé va dong nghiép dén
lam viéc tai cong ty la bao nhiéu diém?

Nhan vién Nhan vién Nhan vién
thién cam vO cam phan cam
A (o0
L \ ’,r" . ",.‘
' év@ :' )!‘ ————— ‘_'1

ClipartOf.com/1144093
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PO LUONG SU HAI LONG CUA NHAN VIEN

2. Cac chi s6 do ctrng (tinh toan) (két qua 7.3)
— Tilé nhan vién trung thanh
— Nang suat dau nguoi
— Tilé phan nan nhan vién
— Tilé vi pham ndi quy
— Tilé nghi viéc
— Tilé sang kién trén dau nguoi.
3.Chi s do tdbng hop hai ldbng nhan vién.
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> W

Chi s6 do hoc tap clia nhan vién

Ti I& hoc vién dat yéu cau

Chi s6 do I&p hoc dap rng yéu cau ngudi hoc

Ti I& ngwdi ap dung nhirng diéu da hoc vao thuc té.
Hiéu qua ap duna nhivna diéu d3 hoc vao thyc té.

9,
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7.1 Két qua vé san pham va qua trinh

« RAat nhiéu chi s6 do vé chat lwgng sp & cac qua trinh

« Pay khdng phai la chi s6 thda man khach hang.

« Chi sb do nay xuat phat tlr thr nghiém, kiém tra, do
lwo'ng va giam sat.

+ Ca hai Ign -4+ 143~ :1—
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SP/DV HAY CA HAI

San xuat rat dé dang xac dinh sp 1a gi. SX luén cé dich vu kém theo
Dich vu déi khi khédng can cé SP cing.

Mc Donald ban sp & dv. Thwe pham Ia sp, dich vu Ia ndu dé an,
phuc vu, cung cap noi an sach sé, ché choi cho tré con, phong tam.

Kham chira thu y ban sp & dy. Thubc, do6 an, phu tung dd choi cho
cho. Dich vu kham, tw van, cat, lam dep cho.

satlsfactlon " A

assuragle -

ual|t ety SUPRE
i yf st buyenlfé
b St warrantfl;

choice service

<oty e choice quality

satlsl'f:ctlon’“ e as o warranty
it y=c satlsfactlon
ey be = i first -

commitment guarante
promise cho N

> - Ianteeq Lon
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Chi so6 do vé san pham & dich vu

1.

Yéu cau khach hang diéu khién cac chi so do chat lwgng SP/DV. (diéu khach hang mudn &
mong doi ndi cho ta biét cac chi tiéu vé sp/dv can phai dwgc do luwdong va kiém soat. Diéu
khach hang muon luén thay doi, dinh ky la phai nghién ctu dé dwa vao sp moi. Nén Iap “list cac
mong doi” d& diéu khién qua trinh thiét ké&, dé tung sp/ dv ma&i khach hang muén mua)
Cha y chi tiét (Mc Donald, Ritz — Carlton, Walt Disney cé cong thirc thanh cdng 1a “Cha y dén
chi tiét”. Moi khia canh déu dwoc do & giam sat dé ddm bao chat lwong dich vu 6n dinh & tuyét
h&o. Pam béo ban ch( y chi tiét dung. Tap trung vao diéu khach hang mudn, khéng tap trung
dé do va giam sat.
Chét lvong dich vy d6 rac: dé kiém tién, nhwng rat phtrc tap, dich vu cong nghé thap dé dap
rng cac yéu cau rat co ban cua khach hang. Cac yéu cau nay kha dai:

. bung gi¢ _ _——

. Xe khong on E—a
. Tra lai thung dung chd
. Khdng co rac con sot lai

. Phi hop ly

. Phai gom hét cac loai rac

. Thu gom réac phai khéng én

. Thu tién thuan tién

(phai kiém tra chat lwgng dinh ky, phai khao sat khach hang dé biét dieu gi khach hang nghf
vé dich vuy) 84
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Chi s6 do vé san pham & dich vu

4. Chia nhé SP/ DV dé xac dinh cac chi sb6 do.

—  Cty c6 nhiéu SP/DV méi loai c6 cac dac tinh va chi tiéu do
riéng

—  Sp phtrc tap xe hoi, bang chuyén c6 nhiéu thanh phan, hé
thong con. Mai thir c6 tap hop cac chi tiéu do riéng.

—  Sp don gian kem danh rang co cac chi tiéu do nhw bao bi, ong
va kem trong 6ng. Maéi thr c6 chi tiéu do riéng.

—  Khach san: cac chirc nang dich vu cé chi tiéu do riéng
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CHAT LWPONG KHONG CHI LA TOT

1. Chinh xac (dwoc, kham chira bénh, ngan hang, hang khong....)

2. Pay du (céc chirc nang cua dién thoai di, phan mém da tinh ndng hoan
chinh du)

3. Phu hop (spec, tiéu chuan, gach lap pht hop ban vé xay dung, may set
up chay dung chuan, ban hang dung gia)

4, Tjnh ma&i (dién thoai, may tinh, phim quang cao, nhwng phi céng khéng
can sang tao khi lai.)

5. Hang/ loai (trlém my, ngoai quan, mirc db, kha nang st dung). Sang
chanh hap dan ngudi mua.

Tinh méi, séng tao, tham my rat khé do khach quan, nhung can gidm bot sy

sai léch do chu quan con nguwoi (thi sac dep, test cam quan..)

| // =
L = =
=07 )l E 86
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Chi s6 do chat lwong & so lwong

S6 don vi dwoc san xuat dat yéu cau
Nang suat dau ngwoi (dat yéu cau)
S6 bénh nhan md trong 1h/ 1 ngay...
SO cong viéc dwoc hoan tat.

PRODUCT

87



, AL

C

g N wN P

. Chinh xac
. Pay du,
. Phu hop

Tinh moi
Tham my

Chi s6 do tong hop chat lwong SP/ DV

trong lwong

\

C An dinh A

hé sb

)




BAI TAP

Chon 1 SP/ DV dién hinh, xac dinh cac chi tiéu
do lién quan dén nhirng nhu cau quan trong cla
khach hang.

Xac dinh chi s6 do tdbng hop chat lwong cta SP/
DV d6. (20)
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TDC Chiso do tong hep chat lwgng Sp Diéu rang muon

Thang do Hé sé
trong | Diém
50 60 70 lwong
D6 am
; 070N 7 U (VG 5% | 4% | 3% 10%
T h3
ap chat LTI 1,5% | 1,4% | 1,3% 30%
Sau hai & Khon
con trung o
Sau
hai
sbng
25%
Khén
gco
Xac
con
trung
Ngoai quan
A N z 9
Vvé mau sac 10%
Cap nhan
0 LZ M7= R (VG 5% | 4% | 3% 15%
Bao goi
7 5 3 10%

Puong co sé Muc tiéu Téng cong
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Bao cao chi so index dinh ky

1. Xac dinh tan suat bao céo (gi®/ ngay/ tuan/
thang/ nam..)

2. Binh quan gia quyén theo sb lwong cla 1

ching loai san pham

3. Binh quéan gia quyen theo hé s0 trong luong

hodc s6 Iwong theo nhiéu chiing loai san pham

khac nhau

91
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Chi sO do vé qua trinh

1.  Cty kiém soat qua trinh dé tao ra sp/dv 6n dinh & tin cay

2. Thuc hién qua trinh dang theo dung cach tao ra mrc do 6n dinh vé chét lvong
sp/dv

3. Thach thirc 1a tim ra cac thédng sb qua trinh dang dé do lwdng va thiét 1ap chuén
muwc dung dé cho tirng théng sb qua trinh.

4.  Chisb do théng sb qua trinh 1a chi s dinh hwdng twong lai ngan han (guwong chan
gio)

5.  Day la cac chi sb do giam sat hang ngay hodc hang tuan

6. Mot sb chi sbé do dwoc giam sat lién tuc d& dam bao san xuat va chuyén giao SP/dv
chat lwong cao.

7.  Dat dwoc két qua thwe hién cac chi sé do qua trinh tét => SP/DV chéat lvong cao
6n dinh => kh thda man/ thich => |ap lai mua, thic day tén tai & thanh céng dai
han.

8. Dé dat dwoc chat lwong cao 6n dinh, phai kiém soat dau vao. C6 2 yéu td dau vao
quan trong la cé kién thirc va hiéu cac yéu cau khach hang. Chat lwong SP/DV tw
cac nha cung cap chinh phai tot.
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Tai sao phai do cac qua trinh

1. Cactd chlrc quan tam dén két qua nhiéu hon cach thire két qua dat dwoc. Vay ai
do tao ket qua noi bat bang phwong phap khac thwdng, ai quan tdm cach thirc d6?
2. Nén quan tdm céach thirc két hay dau ra dat dwoc.
3. 1 van dé xay ra voi Sp/dv nguy&n nhan thuwdng phat hién thay trong dir liéu qua
trinh.
4. Kétqua va dau ra la quan trong, nhing cach thire két qué dat duoc tie la cac chi
sO qua trinh cling rat quan trong dé giam sat.
5. Chi sd qua trinh vs chi sb dau ra.
—  Chis0 qua trinh 1a cac chi s0 ve hoat ddng hay chi s0 vé hanh vi. Ching khong
phai chi sO cua dau ra (SP) hay ban thanh pham.
—  Trong khach san, phong vé sinh, chi sé‘qué’trinh la str dung duing chét tay rira
dé lau sach bon tam. Chi sO dau ra la bon tam c6 dat tiéu chuan sach sé khong.
—  Nguoi ta hay 1am chi s6 qua trinh va chi s6 ban thanh pham. Chi s6 do am cla
banh sau nwéng, so lwong, trong lwong banh, mau, mui vi la chi s6 dau ra
thudc két qua sp khéng phai chi s6 do qua trinh.
—  Chiso do qua trinh cla nwéng banh la: siv dung ding so lwgng céc thanh
phan, téc do tron, théi gian trén, nhiét do 10, ..

—  Ban kiém sodt tot cac qua trinh sé nhan dwoc dau ra giong nhau néu dau vag,
NVL tot.
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Céch thirc Iwa chon chi so qua trinh dung

1. Lwa chon chi s6 qua trinh dung rat dé néu ban da xac dinh day du cac yéu cau kh, da
thwe hién nghién clru cac thdng s qua trinh cu thé lién quan dén dac tinh sp/ dv dau ra
ma khach hang quan tdm. Kh khéng quan tdm va khéng biét dén chi sd qua trinh ma chi
quan tam chi sb do dau ra.

2. Céc cty thworng dwa ra chi sd do qua trinh dwa trén kinh nghiém chir khdng dwa trén
nghién ctru va cac sb liéu khach quan. Chung téi l1au nay kiém soat nhw thé.

3. Cac cty phu thudc vao con nguoi:

Cty tw ddng héa kiém soat tdt cac thong sb qua trinh bang céng nghé cao =>chat
lwong SP 6n dinh

Cty phan I&n 1& thudc vao hanh vi con nguoi, chi s6 do qua trinh va viéc kiém soat
th‘éch !Ihl'J’C hon.(bénh vién, trwedng hoc, tw van, IT phu thuC)c’con nguoi d,é thwe ‘hién
hau hét cac qua trinh quan trong. Théch thire chon cé}c chi s0 qua trinh tot de dieu
khién hér)h vi dung. Vi du dém sb lan cwoi la théng sO qua trinh, qua nghién clru cla
cty do thay anh hwdng dén thda man khach hang, con cong ty khac thi khong.

Nén nghién ctru tac ddng cla viéc thwe hién hanh vi dén két qua dau ra : chat lvong
sp va dich vu khach hang.

Vi du bénh vién, it tuan thi quy trinh, Nhung phai ddm bao ket qua dau ra. Nguy
hiem dung quy trinh, nhwng dau ra qua té.

4. Blrng ngu ngbc copy chi s0 qué trinh clia doi thu. Hay danh tién va thoi gian nghién ctru
hanh vi va chi s0 qua trinh do6 lién quan dén CL, tai chanh & théa man kh 94



Cycle time

« Chi s qua trinh nén do la total cycle time hay
cycle time 1a tbng thdi gian troi di tr 1Uc co tac
nhan dau vao kich thich dén khi hoan tat nhiém
vu

« Cycle time nén do & tat ca cac qua trinh ho tro
cling nhw cac qua trinh san xuat va chuyén giao
sp/dv. Cycle time thwérng 1a van dé ciia qua trinh
ho tro nhw bao tri.
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1. Thi gian thao tac chuan (Standard Time — ST)

Vi du

1. ST =100 phut, tirc 1a ctr 100 phat thi SX ra dwoc 1 san pham.

N

Néu nhu cau can 100 sp

L

S6 ngay can cho viéc SX 1a 100*100 = 10.000 phut = 20.83 ngay
(1 ngay lam 8h)
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1. Th&i gian thao tac chuan (Standard Time — ST)

> ST/W (Standard Time per Working - Th&i gian thao tac chuan Céng
doan)

Cong doan: 1 5 3 4

[ {] N—N N

5T1 ST2 5T3 5T4

> ST/P (Standard Time per Product - Th&i gian thao tac chuan san
pham)

Dinh nghia: La th&i gian tiéu ton dé ngwei thao tac binh thwong trong diéu kién thao tac
binh thwong lam raldon vi san pham ma khong c6 bat ky sw khuyén khich nao ve thanh
qua (Khong cé bat ky ap lwc nao veé tinh than va thé chat)
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& TD%Hi s6 DO QUA TRINH BAO TRI

MTBF

MTBF La gi? (Mean time between Failure)
Khoang thaoi gian trung binh
gitra hai [an hong may (14 £2 4 £3 + t4

MTBF =
Start 4

Céng thivc tinh MTBF [}

t1 t2 t3 t4

MTBF = [Tong thdi gian may chay / Tong s6 [an may hong]
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Lam thé dé nang cao MTBF?

- Cham séc thiét bj tot thong qua viéc thwe hién checklis hang ngay, vé sinh, boi
tron, xiét chat
“Cham khi ta dirng ta nam
Bat thwong xuat hién ta bam no luén”

- Nang cao ky nang kiém tra phat hién sw bat thwong, ky nang bao tri stra chiva
dé ngan ngtra hw hong trwdrc khi xay ra va giam thoi gian thwe hién bao tri stra
chira.

- Thuwc hién Kaizen va chia sé OPL

NANG CAO NANG LUC BAO TRI PHONG NGUA

99
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MTBF

Tinh MTBF?
Cong ty A c6 lich trinh san xuat nhw sau:
- Bat dau san xuat tir 800 — 12h
- Nghi trwa tie 12h — 13h

- Tiep tuc san xuat ttr 13h — 17h
Trong qud trinh san xuat

- Tong th&i gian hw may: 1 gi®

- Téng so lan hw may: 5 lan
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MTBF

Tinh MTBF?

Cong ty A co lich trinh san xuat nhw sau:
- Bat dau san xuat tir 8n00 — 12h

- Nghi trwa tir 12h — 13h

- Tiep tuc san xuat ttr 13h — 17h

Trong qua trinh san xuat

- Téng thoi gian hw may: 1 gi®

- Téng so lan hw may: 5 lan

Pap an:

- Téng thi gian san xuat: 8 gio

- Téng th&i gian may chay = 8 gio» — 1 gio» = 7 gi®»
> MTBF =7 gi®/ 5 lan = 1.4 gi®



& 1DC MTTR

(Mean time to Repair)

MTTR La gi? e
, .~ - . a+th+tc+ tc
Khoang thai gian trung binh MTTR .
cua 1 Ian sura chira Start t t te td
. ] [ ] [ 1 s |
i — 2 < gt t4 L]

Céng thire tinh MTTR
MTTR = [Tdng thdi gian ngtrng may / Tong s6 [an ngtrng may]
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Lam thé dé giam MTTR?

Nang cao tay nghé sua chira
Cai tién thiét bi dé dé sira chira hon
Cai tién cong cu dung cu dé thao tac nhanh hon

NANG CAO NANG LUC SUA CHI’A
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MTTR

Tinh MTTR?
Cong ty A c6 lich trinh san xuat nhw sau:
- Bat dau san xuat ttr 8h00 — 12h
- Nghi trwa ttr 12h — 13h

- Tiep tuc san xuat ttr 13h — 17h
Trong qua trinh san xuat

- Tong th&i gian hw may: 1 gi®

- Tong s6 lan hw may: 5 lan
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MTTR

Tinh MTTR?

Cdng ty A c6 lich trinh san xuat nhw sau:
- Bat dau san xuat ttr 8h00 — 12h

- Nghi trwa ttr 12h — 13h

- Tiep tuc san xuat ttr 13h — 17h

Trong qua trinh san xuat

- Tong th&i gian hw may: 1 gi®

- Tong s6 lan hw may: 5 lan

Pap an:
> MTTR = 1gid / 5lan = 0.2 gic = 12 phut



OEE LA GI?
» Overall Equipment Effectiveness (OEE):
Hi¢u qua sir dung thiét bi toan bo
* Chi s0 do quan trong ciia TPM
» Biéu thi MMTB van hanh hiéu qua thé nao
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1. Sén sang (Availability): so sanh thoi gian MMTB thue su
hoat dong tao ra san pham vai thoi gian hoat dong tiém
nang cua MMTB

2. Hiéu suat (Efficiency): so sanh diu ra thuec té véi dau ra
MMTB dang 1é phai tao ra trong cung lwgng thoi gian.

3. Chat lwong (Quality): so sanh so lwrgng sian pham lam ra
dap ung yéu cau cua khach hang vai so lwgng san pham
dugc cheé tao
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TONG THOI GIAN HOAT PONG

\ - . = THOI GIAN
A | THOI GIAN HOAT PONG CO KE HOACH KHONG CO
KE HOACH
B | THOI GIAN HOAT PONG THUC TE O
C SAN LUQNG PAU RA LY THUYET / MUC CONG
TIEU

=, THUC

D SAN LU()NG PAURA THU C TE ‘ TON THAT DO TOC _I_I'N H O E E

bO

E S AN LUQNG D AU RA THUC TE 100% (Perfect) 85% (World Class) 60% (Typical) 40% (Low)
m Waste m Waste m Waste m Waste
SAN LUO’NG DAU RA ‘ m OEE ‘ m OEE ‘ m OEE ‘ m OEE
[ | mave TE DAP UNG TON THAT DO
YEU CAU KHACH KHUYET TAT
HANG

OEE=B/A x D/C x F/E x 100

SAN SANG HIEU SUAT CHAT LUQNG




6"’» TDC

Bai tap tinh OEE




& IDC Bai tap tinh OEE

HANG MUC SO LIEU
Thoi gian 1 ca 8h =480’
Nghi gilra gi& 2x15 =30
Nghi an trwva 30’
Thoi gian héng may 47
Nang suat thiét ké (Iy twédng) 60 sp/1’
Tdng san pham san xuat thuc té 19.271 sp
San pham héng 423
DPap an
Mlrc dd san sang: Hiéu suat: Chat lwong: OEE =
- Thoi gian hoat - Sanlwong dauraly - Sanlwong daurathwe  88.8%*86.1%*97.8
doéng co ké hoach: thuyét: té dap rng yéu cau: % = 74.8%
480 - 30-30=420 373*60 = 223‘80 (sp) 19271 - 423 = 18848 (sp)
-  Theigian hqat - 8an Iw'qng daura - San lwong dau ra thwe
dong thwec té thuwc té: té:
420 — 47 = 373 19271 (sp) 19271 (sp)
- Mirc dd san sang: > Hiéu suat: > Chat lwong:
373 /420 =88.8% 19271 /22380 = 86.1% 18848 /19271 = 97.8%

110



- SAN
- SAN
- SAN

LIEU

NANG SUAT

LUONG/H
LUONG/ NGAY
LUONG/ NGU O

TI LE HAO HUT

DOANH THU/ NGU Ol

CHI PHI NANG LUONG/ SAN LUONG
SO SP CHAT LUONG TOT/ CHI PHi NGUYEN VAT

Chu y do nang suat dung dé diéu khién hanh vi dung

A\~ ~ 1
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% TDC  NHAN VIEN LAM VIEC TOT

1. Pung gi®, san sang lam viéc: A
A,= Thoi gian lam viéc thwc té clia mot nguwoi/ Thoi gian lam viéc
ké hoach cua mét nguoi

2. Hiéu suat vé lwong céng viéc P
P =lwong cong viec thuc té hoan thanh ctia mot ngudi/ lwong céng
viéc ké hoach cua mét nguwdi dwoc giao

3. Chat lwong cong viéc Q
Q = lvgng cong viéc hoan thanh dat yéu cau chat lwgng da quy
dinh/ lwong cdng viéc thwc té hoan thanh cia mét nguoi

Hiéu qua lao dong toan dién
OLE=AXPXQ
Overall labour effectiveness
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TONG THOI GIAN HOAT PONG

THOI GIAN

A | THOI GIAN HOAT PONG CO KE HOACH KHONG CO
KE HOACH

B | THOI GIAN HOAT PONG THUC TE o,

C | KHOI LUQNG CONG VIEC PUQC GIAO

D KHOI LUQNG CONG VIEC THUC || TONTHAT DO TOC

" ” CONG
E 1]%101 LUONG CONG VIEC THUC THUC

KHOI LUQONG CONG TIIN H O I_ E

F | viec THUC TE PAP TONTHAT DO

UNG YEU CAU SAILIENE
OLE =B/A x D/C x F/E x 100
SAN SANG HIEU SUAT CHAT LUQNG

—
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Vi du 1: Trwé'ng Phong Kinh Doanh

- Lwong thoi gian ké hoach phai 1am viéc trong tuan: 5 ngay

- Lwong th&i gian thwe té 1am viéc trong tuan: 4 ngay.

- Lwong cdng viéc Ban Giam Poc yéu cau phai hoan thanh trong
tuan: 10 viéc

- Lwong cdng viéc thwe té hoan thanh trong tuan: 9 viéc

- Lwong cdng viéc héan thanh dat yéu cau cia Ban Giam Doc: 8
viéc.

OLE theo tuan cua Trudng phong Kinh doanh la:

- A=4/5—-A=0,8;

- P=9/10-P=0,9;

- Q=8/9-0Q=0,89

=> OLE = 64,08%

Trong tuan qua, Treéng phong Kinh doanh vé chi s6 hiéu qua lao
dong toén‘dién chi dat g’wqc 64,08% (dieu doé co6 nghia la 35,92% la
lang phi can phai cai tien).
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Vi du Céng nhan bao tri may méc 1am viéc hét ngay hém qua, két qua nhw sau:
- Lwong théi gian ké hoach phai 1am viéc trong ngay: 8 gi®

- Lwong théi gian thwe té lam viéc trong ngay: 7h.

- SO lwong cong viéc phai sira chira hoan thanh trong ngay: 10 viéc

- SO lwong cong viéc phai sira chira thwe té hoan thanh trong ngay: 8 viéc

- SO lwong cong viéc sira chira hoan thanh dat yéu cau caa Trwéng bd phan: 7
viéc

Vay két qua “"Hiéu qua lao dong toan dién OLE” theo ngay cua Cong nhan
bao tri may mac la:
A=7/8=0,875

P=8/10=0,8
Q=7/8 = 0,875
=> OLE = 61%

Két luan: Céng nl]én bao tri may méc cé chi s6 hiéu qua lao dong toan dién chi
dat dwoc 61% (dieu do co nghia la 39% la lang phi). Nhw vay chung ta dang
lang phi rat I&n, tién cua chung ta “loi nhuan” dang boc heoi. Phai cai tieén théi
ban nhé.
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OLE
1. A=0.9 » 2 \° o 2
o0 XL
3. Q=0.9 Il -

OLE =0.729 =72.9% => /3%
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Chi s6 do hoat ddng clia NCC

1. NCC déng vai trd quan trong voi tat ca cty

2. Niém tin s& anh hwdng dén cach thirc ta doi xr va kiém tra nha
cung cap.

3. Ctylon dirng trén NCC sé khai thac khdng cdng bang va nguoec lai

4. Cac cty nhd hau nhw khdng do lwérng hoat déng cla NCC. Kiém
tra khi mua vao, khong dat thi tra. Tham chi khong kiem tra, st
dung hw thi tra gay ton that rat nhiéu.
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anh gia sw théa man cta Ban doi véi
nha cung cap

Phan (*rng nhanh

Linh hoat

Tap trung chi tiét

Dé& dang tiép can

Thai d6 phuc vu

Chat lwong sp/dich vu
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Chi s6 do tong hop hoat déng ciia NCC

1. Chatlwong Sp/dv mua vao
2. Danh gia sy théa man cia Ban déi vinhacung  (* An dinh
cap hé s6
3. Cam nhan gia tri vs gia ca trong lwong
4. Chi sd do lwdng qua trinh clia nha cung cap. - /
5. Danh gia sw van hanh cla nha cung cap (két qua
audit theo ISO 9001)
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7.4 Cac ket qua veé quan trj va lanh dao

1. Chisb do an toan

S6 tai nan méat thoi gian lao ddng
DPiém danh gia dao tao an toan
Nhirng sw cd xém xay ra

DPiém audit vé an toan (ISO 45000)
S dung thiét bj bao vé

2. Chi sd do méi trwérng va cong dong

Chi sb do tébng hop vé méi truéng
Thoi gian can bo nhan vién tw nguyén hd tro cong dong
Céc chwong trinh hd tro cong dong (diém)

3.  Chi sd do hanh vi phap luat & dao ddc

Hiéu biét ctia nhan vién vé DO & DON'T trong sé tay van hoéa céng ty
Hanh vi ciia CBNV vi pham céac diéu quy dinh trong sé tay van hoa
nhan vién

Hanh vi cia CBNV vi pham cac diéu quy dinh trong phap luat 0



Q‘& T Ksrcnar LWONG ON DINH }
THIET U
LAP

LKPI CHAT LUQNG CUNG U’NG (7.1) }

HE HANG HOA ON DPINH (CAP LANH DAO)

THONG {}

bO CHAT LWONG HANG HOA TU’NG LO HANG ON DINH }

LUJ(‘)’N G (CAP NHA MAY)
Y v

[CHZ\T LUWONG MUA NVL ON D!NH} [ QUA TRINH ON DINH }

U

[TU’NG CONG POAN ON PINH
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Q‘& ﬁ S’ MENH
THIET

LAP CAC CHi SO PO KPI - 7.1 (c4p |4nh dao)
CHAT LUONG KHAM CH(*A BENH AN TOAN

HE J7

THONG CHAT LUONG KHAM CH(A BENH AN TOAN
CUA CAC KHOA (CAP KHOA
PO ( )
KET QUA KHAM CHU’A BENH AN TOAN TAI HIEN TRUONG) (CAP NHAN

1. Tham kham (héi & lang) nghe dang quy trinh (CHIi SO PO QUA TRINH)
Chi dinh cac phép thw dung
Két qua thtr nghiém dang (CHI SO PO KET QUA)

Phwong an diéu tri ding

Ghi dung két qua diéu tri
Kiém tra két qua day dua trwéc khi chuyén giao cho kh /

ﬁ.b.w!v!é

, -



THIET
LAP [KSF HE THONG QUAN TR]| IT HOAN THIEN H%N
HE Ay
THONG [KPI HE THONG QUAN TR] IT HOAN THIEN }

T VA U 4

LUONG [KPIANTOANJ E KPI % [KPIMINHBACHJ

HUYEN NGHIE
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a M w0 N B

KPI LANH DAO CAP CAO

7.1 Két qua vé san pham va qua trinh (120 diém) 25%
7.2 Két qua vé khach hang (80 diém) 20%

7.3 Két qua vé luc lvong lao dong (80 diém) 20%

7.4 Cac két qua vé quan tri va Ianh dao (80 diém) 15%

7.5 Két qua tai chinh, thj trwéng va chién lwoc (90 diém) 20%
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Cau hoéi 6n tap

1. BO tir tai liéu (st ménh, tdm nhin, nang lwc cot 16i, gia tri
cot 16i) clia doanh nghiép ban la gi?

2. Tai sao mé hinh BSC-KPIs dwoc nhiéu doanh nghiép ap
dung?

3. “Rao can” cho viéc ap dung cong cu maoi tai doanh
nghiép ban la gi?



& TDC

Lo két

Trong xu thé tat yéu clia doanh nghiép yéu td6 hang dau dé
canh tranh dé chinh Ia lién tuc CAI TIEN — BDOI MOI.

M6t hé thdng do lwdng va quan ly thwe thi cong viéc hiéu
qua la mat xich quan trong trong viéc nang cao hiéu qua
hoat dong. Ap dung mé hinh BSC va KPI tai cac doanh
nghiép mot mat dem lai tiém nang chuyén dbi tr hé théng
danh gia, do lwérng chwa hiéu qua hién nay sang hé thong
rd rang, minh bach va co tinh chién Iwgc cao hon, phu hop
hon voi dinh hwdng xay dwng moét ngan hang trung wong
hién dai nhwng mat khac an chiva nhiéu thach thirc vé mat
trién khai trén thuc té va doi hoi nd luc rat Ion dé quan ly
sw thay ddi trén nhiéu phwong dién nhw yéu td con nguoi,
quy trinh, quy dinh, cdng nghé, van hoa té chire.
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Tai liéu tham khao

1. MO hinh quan tri tuyét hao Malcolm Baldrige 2019 —
2020, NIST.

2. CHIN (09) BUOC TRIEN KHAI BALANCED

SCORECARD, Tac gia: Howard Rohm, David Wilsey, Galil

Stout Perry, Dan Montgomery

3. Key Performance Indicators tac gia David Parmenter,

2007.

4. 1SO 22400:2014 Automation systems and integration —

Key performance indicators (KPIs) for manufacturing

operations management

5. Balance Score Card, Robert S. Kaplan & David P.

Norton.
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GIO1 THIEU VE TO CHU'C CUA MINH

Céng ty TNHH Tw Van Tran Dinh Ciru (TDC)

Pja chi: 163A-165 Bau Cat 1, P.12, Q. Tan Binh, Tp. H6 Chi Minh.
DT: (028) 38492631 0913.918.854  Email: tdc@trandinhcuu.com
MST: 0302337803

Puwoc thanh 1ap nam 2001, cung cap dich vu tw van va dao tao thudc
cac linh vuec:

1ISO, IATF, HACCP, GMP, BRC, IFS, FSSC, OHSAS, SA, WRAP,
BSCI & CAC TIEU CHUAN VE HE THONG QUAN LY

5S, KAIZEN, QC, IE, SS, QCC, TPM, JIT, LEAN, SIX SIGMA, TQM,
BSC, KPI, MALCOLM BALDRIGE, GIAI THWUONG CHAT LUONG,
TAI CAU TRUC & QUAN TR| LO1 NHUAN TOAN DIEN


mailto:tdc@trandinhcuu.com

,‘;Tc

Pa va dang tw van hon 992 Doanh nghiép, v&i 1640 Dw an
da dwoc trién khai.

Théng qua céac gia tri “TIN CAY + LAM VIEC TAP THE +
HIEU QUA”. TDC xay dwng va phat trién ddi ngl nhan vién
va chuyén gia chuyén nghiép trong linh vwec tw van quan y.
Hinh thanh quan hé gilra chung ta va khach hang la Ban,
cung xac dinh, thwe hién cac giadi phap tw van phi hop nham
dat dwoc 6 WINSs.

(6 WINs = Loi ich cho khach hang, cong ty, nhan vién, gia
dinh, xa hoi va céng dong)
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Bai kiém tra cudi khoa

BANG PANH GIA HE THONG PO LUONG KPI

(Neuon Mark Graham Brown)

= B Ot B e e e

S NGUE GADI AT oo
S NGAY @ANR IR oo

& THANG PIEM

5: tot (rit phi hop 80% - 100%) = 2 yén (phit hop 20% - 39%)
4: kha {phii hop 60% - 79%) = l:guayén = 20%

3 trung binh  (pha hop 40% - 59%)

Sor

Cau héi

[ ]

h

PHAN I: HE THONG PO LUONG KPI

1

Cic chi s6 do lién hé chit ché dén cic yeéu to thanh céng chi
vén dé Cong tv tao ra sir khac biéf so voi cac doi thn canh tranh
chinh.

[t

Cic dit liéu co ké hoach dé thu thip. khéng phai 13 ngiu nhién
i xay ra theo thdi gian

Hang thang. ban linh dao xem xét két qua thuc hién tong thé
cia Cong ty thong qua viéc danh gia khong qua 20 chd so do.

Céc chi 56 do hoan toan nhit quin véi cac chi s6 do cia cac bd
phin. phong ban, don vi.

Céng ty 6 bd chi s6 do cin bang tot. Sir cin bang cic chi s6 do
trong cac nhom sau:

Két qua vé san pham va qua trinh,

Két qua vé khich hang.

K&t qua vé hre Ivong lao dong,

Két qua vé 13nh dao va quan tri

K&t qua tai chinh, thi trréng va chién heoc.




V'

PHAN II: CAC LOAI KPI CU THE TRONG BANG PO LUONG
CUA CONG TY

Cdc chi so do lién quan dén khdch hang:

Cic chi 56 do bao gém cic chi 56 do cimg vé théa min khach
hang nhw: chi s6 khach hang l3p lay mat &1 hodc quay trd lat

Céng ty thu thip cac dit liéu vé théa min khich hang va mirc
@6 gia tri cim nhdn cia khach hang bing cach st dung nhiéu
ki thudt khic nhau nhw khao sat qua dién thoai, khio sat nhém
tip trung, khio sat qua mail, zalo, FB. . ...

Khao sat cia Céng ty vé do lweng thoia man khach hang tip
trung vao lam cho khach hang vui swong hon la chi lam khach
hang thoa mén. (ght chi: cip 46 vui swdng cao hon cdp 46 thoa
min. Khach hang thoa min chua chic 43 quay lai mua, khach
hang vui swdng quay lai mua va g1 thidu nguén khac)

N61 dung khao sat hay phéng vin vé thod min khach hang dua
trén co 8¢ nghién civu cdn than cic yéu cdu quan trong nhat cia
khach hang.

10

Cong ty két hop cac chi s6 cimg va mém vé thoa min khach
hang va chi s6 cam nhin cia khich hang thanh mét chi sé do
téng hop.
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F = 5 A .{ A 5
Cac chi so do lien quan den nhan vien:

11

Céng ty khdo sat it nhit 1 nam 1 lin dé xac dinh mic d6 thoa
mdn cia nhan vién vé cac khia canh Céng ty dang diéu hanh.

12

Viée khao sat nhdn vién duoc thuc hién bang cich didu tén va
nhin duec hon 75% nguot tri 161 mo1 nam.

13

Hg,hién ety duoc thue hién dé xac dinh diéu gi 1a quan trong
d61 va1 nhan vién trode klhi dua ra cac cdu hor khao sat hoac
mua bing ciu héi khio sat chuin tir bén ngoar.

14

Coéng ty thu thip cic dit liéu vé cac chi s6 do khic 6 lién quan
dén sur thoa man nhan vién, vi du nhu nghi viéc, ti 1é m‘ﬁ.ng mat,
50 gior 1am viée trong tudn, véu cdu chuyén céng viée, ti 16 bénh
lién quan dén stress v.v.

15

Cac chi tiéu niéng ré vé théa min nhin vién duoc tong hop
thanh chi 56 do tong hop vé théa min nhin vién tuong tir nhu
chi 50 do tong hop vé théa min khach hang.




Stt Ciu hoi
Cde chi so do tai chanh:

16 | Céng ty xac dinh m6t vai chi s6 do quan trong vé tai chanh
(vi du tir 4 — 6 chi s6 do)

17 | Céc chi s6 do tai chanh 1a mét tip cac chi 6 do ngin han va dai
han vé sy thanh céng tai chanh.

18 | Cac chi s6 tai chanh nhit quan vdi cac chi s6 tai chanh cia cic
chi nhanh, Céng ty thanh vién, nha may, phong ban va bé phin
khac. ...

19 | Céng ty thu thap di¥ liéu tai chinh cua cac d6i thi chi yéu dé
sit dung trong viéc danh gia két qua thue hién va dé thiét lip
muc tiéu

20 | Céng ty c6 tich hop cic chi s6 do tai chanh thanh 1 hoic 2 chi

56 do tong hop 48 phan anh két qua tai chanh nhe ROE - Hé sé
lgt nhudn trén von chd sé hitu (ROE = Hé s6 Lot nhudn rong x
Hiéu suit sir dung téng tii sin x Don biy tai chinh) (M6 hinh
Dupont)




-

Cic chi sb do vé qud trinh

21

Cong ty xdy dung mét tip hop tir 4 - 6 cac chi s6 do vé qui
trinh, nhu gid tri gia ting trén nhin vién duge st dung tai tit cd
cic chite nang, bé phin, khu vue dia 1y, (Vi du ning suat lao
dong trén dau nguon, Doanh thu trén dau ngudi, Lot nhudn trén
ddu ngwon, 86 cai tién trén ddu nguon).

22

Bit ki cac chi 5_5 do qua trinh nao dwoc thu thip déu c6 lién
quan truc tiép dén cac dac tinh sin pham / dich vu quan trong
ma khach hang dang quan tim

23

Thnt gian chu ky dwoc sit dung nhw 12 mét chi s6 do quan trong
trong toan b Cong ty.

24

Cac chi 56 do qua trinh gnip cho Céng ty phong ngira cac vin
dé khong phu hop hon 1a chi tdp trung phat hién sy khéng phu

hop

25

Cong ty thiét 1dp cic chudn muc rd rang cho tit ¢ cic chi 6 do
qua trinh quan trong

100
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Stt

Céu hoi

Cdc chi 56 do vé nha cung cip

26

Cong ty c6 mot hé théng chi s6 do dé danh gia két qua thye
hién cia nha cung cdp.

27

Hé théng chi s6 do danh gia nha cung cip tip hop cic chi ¢6 do
cling nhu ti 16 san phim tra lai / chuyén hang bi loai bé va cic
chi 56 do mém nhu mirc 46 thod min cia Céng ty so véi vie
dap \ing cia nha cung cdp

28

Chét luvong sin phim va dich vu mua vio ti¥ nha cung cdp duoe
do luomg, kiém tra dinh kv,

29

Céng ty véu ciu nhi cung img cung cdp cic dit libu do qui
trinh va khuyén khich ho tu thye hién kiém tra

30

Gia ca chi 12 mét trong nhiéu chi tiéu duoc sir dung dé danh gia
va lura chon nha cung cép

1O
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Cdc chi 5o do chit lwrorng san phii:m Sdich v

31

Céc dac tinh san phidm va dich vu duoc kiém tra 14 cic dic tinh
quan trong nhat 461 voi khach hang

32

Néu viéc kiém tra 100% san phim / dich vu 1a khéng thé thue
hién duge thi viée kiém tra 14y mau c6 kich c& mau du 16n dé
dam bdo tit ¢ cc dic tinh sin phiam / dich vu dap tng chuin
muc

33

Cac thiét by do tw déng duoc sit dung dé tranh cic 161 by giy ra
bén si danh g1a véu kém ciia con ngudi & nhimg noi thich hop

34

Cac chi 56 do vé dich vu 14 tip trung do si hoin thanh cong
viée chir khéng phai chi do lién quan dén thai 6, hanh vi (vi du
% don 43t hang duoc gidl quyét chinh xic holdc ti 18 phin %
chuyén bay cit canh ding gio so véi viée do cic tiép vién co
mim cudn kha chao don khach hang hav khong.)

335

Cic chi 86 do chat luong san phiam / dich vu thé hién bang 26
liéu tuyét 461 chir khong phai chi thé hién ti 1€ % sin phim /
dich vu khong by sa1 hong.
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Stt Ciu hoi

Cdc chi 56 do vé linh dao va qudn tri

36 | Céng ty thu thip dit liéu vé két qua an toan va méi trwong it
nhit 1 thang / 1 1dn va sit dung nhiéu chi s6 do khac nhau.

37 | Céc chi s6 do an toan tdp trung do thai 46, hanh vi va cich
phong ngira chir khéng phai chi tip trung do vé s6 tai nan xay
ra phai ngimg lam viéc.

38 | Cac chi do vé méi trwomg dap ng vuot tréi cac chi tiéu bt
bude cia ludt phap

39 | Céng ty thu thip cac dit liéu vé vin dé lut phap va cac chi s
do vé trach nhiém cong déng, vi du - s6 gier lao déng phuc vu
cong dong hodc cac giai thudng nhin duoc tir cong dong

40 | Céng ty thiét 1p chi s6 do tong hop vé trich nhiém céng dbng
tich hop ti¥ cac chi s6 do phuc vu céng dbng, an toin va méi
trudng




& TDC

PHAN III: BAO CAO VA PHAN TICH DU LIEU

41

Céng ty lip bao cao 86 lidu tir cac chi s6 do ctia bang do lwong
trong mét bio cio duy nhat dé g dén tat ca cic cdp linh dao
chi chét

42

Cic dir liéu duoc trinh bay bang d6 thy & cic dang rat dé doc,
c¢6 nghia 13 rat dé phin tich dé xac dinh dugc mire d6, xu hudng
va dao déng cia két qua thyue hién

43

Cic cap linh dao xem xét cac dit liéu vé thoa min khach hang,
thda min nhin vién: 461 md1 / tang trudng thuong xuyén tuong
tir nhir xem xét két qua vé tar chanh, qua trinh, san pham, dich
vu va nha cung cap

44

Cong ty the hién nghién civu dé xac dinh mo1 lién hé gifra mire
d6 thoa min khach hang va két qua tai chanh.

45

Céng ty thau hiéu cic moi lién hé gifta cac chi 56 do chu véu
trong bang do luéng cia Cong ty.

46

Dir liéu két qua thue hién duoc phin tich va dwoc sit dung dé
dira ra cac quyét dinh diéu hanh trong véu trong Céng ty.
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Céu hai

47

Cic chi s6 do quan trong nhat quan véi sir ménh, tim nhin, cac
gia tri cét 161, ning lye cdt 161, cac muc tiéu dai han va chién
lrge cia Cong ty.

48

Céng ty thuong xuyén danh gia, cai tién cac chi s6 do va cac
phuang phap duoe siv dung dé thu thip va bio cao dit lidu két
qua thue hién

49

Cic thiét bi do luong ty déng hoic cac phiéu kiém tra, phiéu
khio sat (do con ngudi thuc hién) duge hidu chudn hoic kiém
tra trén co s& dinh ki & dim bao 46 chinh xac va d6 tin cdy.

50

Cac muc tiéu hang nam, muc tiéu dai han dwgc thiét 1dp trong
qua trinh hoach dinh gidng cic chi s6 do trong bing do ludmg.
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Q‘,‘, TDC  pap an (Két qua diém)

1) Diém 276 — 325:

Céng ty cia ban co6 sb diém & day cao nhét trong thang do, Cong ty ctia ban thuc sw cé
phwong phap do lwéng két qua hoat ddng vao loai tdm c& trén thé gi¢i (world — class).
Céng ty da tich hop cac chi sb do riéng ré thanh mot sé chi sd do quan trong va cé bang
chi s6 do can bang tot. Thwe sw ban da c6 bang chirng dang st dung di¥ liéu ban thu
thap dé dwa ra cac quyét dinh vé cai tién hoat ddng ctia Cong ty. Céng ty cda ban tr&
thanh chuan déi sanh — hinh mau (benchmarking) cho cac td chirc khac hoc tap theo.

2) Piém 226 — 275:

S6 diém nay nam & day thr 2 trong thang do, Céng ty ban da cé phwong phap hé thdng
dé do lworng hoat déng, c6 bang chi sé do can bang tét. Co hoi dé cai tién la Coéng ty
dang yéu trong Iinh vuwc do lwdng sw thda man nhan vién va thod man khach hang, Céng
ty co thé thwe hién chwa tét viéc tap hop cac chi s do riéng ré thanh cac chi sé do téng
hop va phan tich s6 liéu nay nham cai tién két qua hoat ddng ctia Cong ty. Tuy nhién,
theo th&i gian, can cai tién hon nira va nghién ciru hon nira dé& xac dinh mbi lién hé gitra
céc chi s6 do dai han (chi s6 do thda man khach hang/ thda man nhan vién) va céc chi
s do ngan han (cac chi s do tai chanh). Tai mirc diém nay, hé théng do lwérng ctia ban
t6t hon nhiéu so v&i 75 — 80% cac Cong ty tai Bac MY.

Nhirng diéu can cai tién cu thé:



Q‘&, TDC Pap an

3) Piém 176 — 225:

Pay la s diém dat & day trung binh, diéu nay cho thdy Céng ty ctia ban da bat
dau tét trong cdng viéc tai cau tric phwong phap do lwérng hoat ddng. Cong ty
ban c6 thé cé mét tap hop cac chi sb do kha tét trong bang do Iworng (gém 5
loai: chi s6 do san pham va qua trinh, chi s6 do khach hang, chi sé do luc
lwong lao déng, chi sb do 1anh dao va quan tri, chi s do tai chinh, thi trvong
va chién lvgc.). Cong ty ban co6 thé cd mot sé diém yéu quan trong trong 1 sb
loai chi sb do. Ban c6 thé manh vé cac chi sb tai chanh, qua trinh, chéat lvong
san pham / dich vu va cé diém yéu vé cac chi sb do con lai. Cong ty ban co
qué nhiéu chi sé nhwng ching khéng nhat quan véi nhau trong cac bd phan/
khu vue dia ly, day chinh la nhirng co hdi dé cai tién. V&i thang diém nay,
Céng ty ban dang thwe hién mét sb cai tién trong phwong phap do lwéng cia
minh nhwng van con kha nhiéu viéc can phai két hop lai dé tao ra mét phwong
phéap do lwdng tot va virng chac.

Nhirng diéu can cai tién cu the:



Q‘&, TDC Pap an

4) biém <175

Céng ty ban dat 50% thang diém hodc thap hon, cé nghia Ia Céng ty ban con
dang & trén hanh trinh dai dé thiét lap dwoc bang do lwdng can bang. Tuy
nhién, Céng ty ban van cé thé tdt & mdt mirec do nao d6. O thang diém nay,
hau hét cac Cong ty chi m&i bat dau do lwérng thod man nhan vién va thda man
khach hang. Cac Céng ty rat yéu trong Iinh vwc nay, ddng théi cling co xu
hwéng yéu vé cac chi sd do chat lwgng san pham / dich vu, do lwéng hoat
ddng cta nha cung cap. Cac Cong ty c6 sb diém nhd hon hodc bang 50% cho
thdy Lanh dao cip cao chwa hiéu dwoc cac chi sd do dai han (thda man khach
hang, thda man nhan vién, phat trién nhan vién) cé tdm quan trong ngang véi
cac chi sb do tai chanh truyén théng va cac chi sé do qua trinh. D& nghi Céng
ty ban phai nd lwc cai tién hon niva dé thiét Iap hé thdng do lworng thuwe sw hiéu
qua.

Nhirng diéu can cai tién cu the:



