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CAC NHOM TAI LIEU PHO BIEN CHO CAC
DOANH NGHIEP - NANG SUAT CHAT
LUONG - QUAN LY TRUC QUAN

(VISUAL CONTROL SYSTEM)



Vi sao ban lam kinh doanh?

D& lam giau? khang dinh gia tri ban than? hay dwoc tw ra quyét
dinh?...Du 13 i do gi thi at han khi bat d4u ai cling déu mang trong

minh mot khat khao thanh cong chay bong!
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Nhung tré tréu thay, thuc t€ moi chuyén lai dién ra thé nay:

Nim d4u: Nhan vién con it nén viéc quan ly van dé dang, cong ty lIam dn c6 13i khién ban tran tré niém tin vao
suw phat trién.

Nam thir 2: Moi thit tré nén nhdm nhoam khi quy mé mé rong, tuyén thém nguwoi 6 at. Lanh dao tré thanh
“nd 18” cho céng viéc va luon phai chay theo “don rac” cho nhan vién bé&i nhitng sai Jam ngé ngin ho gay ra.
Doanh thu chirng lai trong khi chi phi thi ctr chay phi ma

Nim thir 3: Moi thi 1én dén dinh diém, nhin vién lam viéc hoi hot, nhiéu cudc chién tranh ngdm ndi bd xuit
hién, co' s6 ngwdi bo viéc, cong ty bay gior khong kKhac nao cai cho. Doanh thu sut gidm tram trong.

DPay 1a hinh dnh dau long cta rit nhiéu cic doanh nghiép. Khong thé buwdc n6i qua nam thir 3 thim chi la thir
2, doanh nghiép chét yéu, chét trong cAm lang ma khong kip cé 1 dong van diéu!!
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Vi PAU MA VO VAN DOANH NGHIEP PEU LAM VAO BU'O'C PUONG CUNG
NHU VAY?

D6 1a béi lanh dao chwa biét cach “/4p trinh doanh nghiép”. Xay dung hé thdng quan ly kiéu cdm chirng, lam dén
dau xay dén doé chir khong thwe sw chi trong dau tw chuyén nghiép va bai ban ngay tir dau, dén khi mé& rong quy
mo md&i viedng phai vo van rac roi:

- CEOmAat kiém soat véi hoat ddong ctia doanh nghiép, thi€u di cai nhin tong thé dé lwong truedc khé khan ma chi
chay theo sau gidi quyét van dé, moi bién phap déu mang tinh zam bo:

- Thiéu quy trinh lam viéc théng nhat, cac phong ban phoi hop véi nhau roi rac, to chire cong viéc 16n xon, ti€én do
cong viéc cham tré.

- Hé thong theo do6i, danh gia thiéu tinh truc quan, vo can cit khién nhan vién bat man, chong doi.

- V& quy lwong, mat can bang chi phi va doanh thu b&i khdng kiém sodt dwoc dong tién.

Doanh nghiép dang 1&én ma van héa cong ty “nghéo nan”, Khong thé tao sw két ndi, déng long ctia ca doi ngd.
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Cac nhom tai liéu pho bién cho cac doanh nghiép

I. Hé thong mo ta cong viéc cac vi tri

[I. Hé thong KPI danh gia nhan vién

[II.Hé thong lwong thwédng va cac quyét dinh
[V.Hé théng quan tri nhan su

V. Hé thong ndi quy - quy ché

VI.Hé thong ké hoach - bao cao
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I.Hé thong mo ta céng viéc cac vi tri

e CAc tiéu chi cu thé dé tuyén dung nhan vién phu hop cong viéc.

« Patra muc tiéu ro rang giip nhan vién di ding dinh hwéng phat trién.
« Thiic day nhan vién lam viéc tw giac, hiéu qua.

* Laco so phan cong cong viéc.

e Co sd dé giai quyét tranh chap.

* Co s& dé danh gid hoan thanh cong viéc.
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I1. Hé thong KPI danh gia nhan vién

* (6 dwoc birc tranh tong quan vé hiéu suit lam viéc ctia toan cong ty.

e Giup quan ly theo doi tién do cong viéc dé dang.

« DPanh gia nhan vién chinh xac, minh bach dwa trén nhitrng con so cu thé.
* Tao moi trwong canh tranh gitp nhan vién hang hai lam viéc.

* Lacosé dé xay dung ché do lwong thuwdng phu hop.
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KPI 13 gi?

KPI - Key Performance Indicator c6 nghia la chi s6 danh gia thuc hién cong viéc.

Thong thwdng moi chirc danh sé& c6 ban mo ta cong viéc hodc ké hoach 1am viéc hang thang. Naa qudn Iy sé dp
dung cdc chi s6 dé d4nh gid hiéu qua cua chirc danh dé. Dwa trén viéc hoan thanh KPI, cong ty sé c6 cac ché do thudng
phat cho tirng ca nhan. Viy xay duwng KPI nhw thé nao?

No6i 1 cach don gian, twong tw nhw khi di vao mot phong kham da khoa, nguwoi ta sé tham van cho minh mot loat
nhitng test (thit mau, huyét ap, nhip tim, X quang, nwéc ti€u, mat, mii, chan tay, than kinh, vv...). Néu ta kham
hét, bac sy sé cho ta mot loai két qua thé hién bang nhirng chi sé dinh tinh va dinh lwong. TAt ca nhitng thong
tin d6 déu la KPI vé tinh trang sitrc Khde ctia chung ta.

Chung ta giam sat strc khoe cia minh, cia doanh nghiép, phong ban va nhan vién, vv... thong qua cac KP/is. Tr do6
biét dwoc chung ta dang co sirc khoe t6t hay xau, doanh nghiép dang thang hay thua, nhan vién dang hoat dong
ra sao, vv... dé roi dwa ra cac bién phap giai quyét hiéu qua.



[11. Hé théng lwong thuwdng va cac quyét dinh

Xay dwng ché do lwong thwéng hop ly.

Bi€éu mau tinh lwong c6 san cong thirc cia cac doanh nghiép 16n.
Tao dong lwc gitp tang nang suat lam viéc.

Chinh sach lwong 3P.

r r N\



IV. Hé th6ng quan tri nhin sy

Biét cach hoach dinh nhan sw sao cho toi wu nhat.
Cac phurong phap quan Iy nhan vién hiéu qua.

Cac cong cu gip nang cao nang suat lam viéc.
Phwong phap kich 1€, dong vién tinh than nhan vién.
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V. Hé théng ndi quy - quy ché

* Trach nhiém cong viéc r6 rang, giai quyét tranh chap nhanh
gon.

* Tao moi trwong lam viéc chuyén nghiép.

 Nhan vién tu giac lam viéc.

 Tai san cong ty khong bi that thoat.

* La co so xdy duwng van hoa cong ty.
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VI. Hé thong ké hoach - bao cio

* Co6 ké hoach lap bao cado 1 cach chi tiét, day du.

e MOt s6 mau bao cio k& hoach nhan sukinh doanh, ban
hang,..v.v...

* Theo do6i bao cao tién do cong viéc.

« Nam bat tién do6 cong viéc kip thoi gitra cac phong ban.
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Nang suat chat lwong

Xay dung dong chay doanh nghiép nhw 1 ¢6 may van hanh 1 cach tw dong.

Thiac day nhan vién lam viéc hiéu qua, hang say moi ltic, moi noi

Cong ty cua ban sé nhw 1 thoi nam cham hut nhitng nhan sw tai ba va giit ho lai v&i cong
ty lau dai

Ban sé c6 dwoc bi quyét thwdng phat cong minh véi nhan vién ma ho khong cdm thay bat
man

Ban sé c6 phwong phap dé khong nhirng khach hang mua 1 1an, ho con mua nhiéu lan va
sé con gidi thiéu cho ban nhitng khach hang méi bang nhitng chu trinh Cham s6c khach
hang tuyét voi

Va nhitng loi ich to 16n Khac ma ban khong thé ngo téi...
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Thé nao 1a ning suit?

Ndng sudtcan dwoc xem xét dén tinh hiéu qua. Vi du néu néi rang ning suit 1a san
lrong lam ra trén mot don vi thoi gian (nang suat lao dong) thi can phai xem xét dén
gia tri cua thoi gian thwe hién nay. Cong cua ngwoi tho bac 7 sé€ khac véi cong cua
nguwoi tho bac 4, do dé hiéu nhw thé sé khong dwoc chinh xac, vi vy can dwoc hiéu
ding vé nang suit. Nhw vay, trong quan ly nang suat, can lwu y dén cac lang phi xay ra
trong qua trinh, tir dé sé c6 nhirng phwong thirc quan ly tdt hon, nham gidm chi phi
san xuat théng qua quan Iy nang suat.
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Thé nao la chat lwong?

O’ day xin khong ban dén cac dinh nghia vé chit lwong, ma chi xin néi dén
nhirng suy nghi vé chat lwvong ciia mot sé6 doanh nghiép. Theo doé, chat lwong
dwoc hiéu la lam sao dem dén cho khach hang nhitng sdn pham dat chat
lwong, con nhirng san pham 16i phai loai bd, nhirng lang phi do tai ché trong
qua trinh san xuat thi khong dwoc quan tam quan ly.
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Vidu:

R4t phd bién trong nganh nhwa hién nay, néu dén moét doanh nghiép nhwa hoi ty 1& sdn pham 16i 1a bao nhiéu %,
thi sé nhan dwoc mot con so rat an twong, dwdi 1%, nhwng thit ra la bao nhiéu? Phai khoang 20 - 30%. Tai sao lai
co su sai biét 1n nhw thé? Vi doanh nghiép khong dwa nhitng s6 liéu vé sd san pham 16i dworc tai ché, ty 18
lrong dw gia cong cao hon dinh mic vao. Trong quan ly, diy cling phai dwoc tinh 1a ty 16 mat chit lwong, chi
dau thé chi liy s6 lwong san pham diu ra so véi tong nguyén liéu dau vao? Nho vay ching ta méi c6 thé dua ra
nhirng giai phap khac phuc dé€ nang cao chit lwong san xuit va tir dé giam chi phi.

 Va ciing tir 2 khai niém vé nang suit va chit lwong trén, viéc quan ly chi phi da dwoc dinh hwéng ro rét, bang
gidi phap di tim cac lang phi trong qua trinh san xuat: nhitng phé pham, phé liéu, nhirng thao tac thira, nhitng di
chuyén khong pht hop ... dé c6 bién phap loai trir ching, tir d6 chi phi dwoc tiét gidm, chat lwgng hé thong cling
sé dwoc quan ly tot hon, va thé 1a nang suat cling gia ting theo do.
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Quan ly truc quan ( Visual Control System) la gi?
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Khai niém:

Quan ly truc quan la str dung nhirng tin hiéu truc quan cho phép moi nguoi
nhin vao dé 1a c6 thé nhan ra tiéu chudnva sw sai léch ngoai tiéu chuin. Dong thoi
cho phép cac cong nhan c6 dwoc thong tin day du vé cac quy trinh sian xuat, tién
déva cac thong tin quan trong khac gitip ho lam viéc cé hiéu qua nhat.
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Muc dich:

e Giam thoi gian tim kiém

* Loai bo nhitng bé tac trong cong viéc
* Tang tinh an toan

 (Cai thién viéc trao doi thong tin

* Nang cao sy ham mé cong viéc
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Tai sao phai quan ly bang céng cu truc quan?

* Noi quan Iy sdn xuat khong thé nhin thay dwoc & noi lam viéc;

* Nhin vao cac tin hiéu dé biét dwoc con vat liéu, dung cu thira;

* Noilam viéc gon gang, an toan va sach ség;

* Moi ngwoi nhin thay dworc tiéu chuan va nhirng sai léch ngoai tiéu chuan;

« Cach lam viéc va tién trinh cong viéc ro rang;

« Cacyéu to trwc quan la hé théng cac thiét bi, thong tin, ma mau, so do va cac bang tin
hiéu dwoc tiéu chuin hoa lam cho moi tinh trang bat binh thwong va lang phi dé nhan
ra;

» Hé thong chi ra yéu cau can cai tién.
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Mot sO cac cong cu truc quan:

 Cac chi dan bang hinh anh
e Cac bang kiém soat bang truc quan

* C&c chi dan bang hinh anh
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1.Cac bang hién thi trec quan

Cac biéu do, bang do lwong hiéu qud, cic thi tuc va tai liéu quy
trinh lam nguon thong tin tham khao cho nhan.
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2. Cac bang ki€m soat bang truc quan

Cac chi s6 dung dé kiém soat hay bao hiéu diéu chinh cho thanh vién
nhom.

Cac bang biéu c6 thé bao gom ca thong tin vé tién dd san xuat, thong tin
theo doi chat lwong, v.v...
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3. Cac chi dan bang hinh anh

Cong cu nay giap truyén dat cac quy trinh san xuat hay luong
vat tw dwoc quy dinh
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Cau hoi:

Anh/ chi danh gia viéc sir dung nhirng cong cu trong quan ly trwc quan ( Visual Control System) tai cong
ty nhu thé nao?

Viéc ap dung quan ly tric quan ( Visual Control System) mang lai nhitrng loi ich gi cho cong ty cia anh/
chi?

Nhirng thach thirc cong ty anh/ chi da va dang gap phai trong viéc ap dung quan ly truc quan ( Visual
Control System) ?

Van dé kho khan hién tai trong cong ty cia anh/ chi la gi?

Viéc dao tao vé quan ly trwc quan ( Visual Control System) c6 can thiét trong cong ty ciia anh/ chi khong®
Cong ty cua anh/ chi c6 day du co s& vat chat, con ngwdi cho viéc huin luyén cong nhan vién khong?
Phwong phap dao tao nao anh/ chi cdm thay thich hgp nhat véi cong ty?

Nhirng rao can trong viéc irng dung quan ly tric quan ( Visual Control System) trong cong ty anh/ chila
?



