CHUONG TRINH HUAN LUYEN XAY DUNG
HE THONG QUAN TRI MYC TIEU & DO
LUONG HIEU SUAT (KPIs
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= Chuyén gia/Giang viéen HRC Academy/ Chuyén gia
QTNS & Phat trién to chirc Cong ty CP Quan tri &
Thwong hiéu Thanhs; véi 20 nam Kinh nghiém xay
dung & van hanh, dao tao tw van hé thong Quan trj
nhan sw tai cac hé thong chudi va cac Tap doan
Iom;

= C4c doanh nghiép da tirng dao tao huan luyén hoic
tw van co van: Vietnam Airlines, Goldsun, Ames
English, Traphaco Hung Yén, BKAP, Viettin Gold,
Dingtea, Kombo, An Phat, Ginnovations,
BellSystem24 - Hoa Sao, Nippon Koiei, Bentoni ...

Chtyen gia Quan tri nhlly St A
trien to ch

= Pi dao tao huin luyén thanh cdong cho 3000 hoc
vién 1a CEO, Trwéng phong Nhan sw, Giam déc
nhan sy & nhirng ngwoi lam cong tac Nhan sw tai
cac doanh nghiép;




Tong quan vé hé thong do lwong quan tri higu
suat KPI

Quy trinh trién khai xay dwng hé théng do lwéng

KPI

Ra soat chién lwore, muc tiéu thong qua phan tich
PEST, SWOT

wéng dan xay dwng ba
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PHAN 1
TONG QUAN VE HE THONG PO

LUONG QUAN TRI HIEU SUAT
KP]
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PE TO CHUC KINH DOANH PHAT TRIEN BEN VUNG

TAO RA LOI NHUAN

@CO CHIEN LUOC
‘ CcO MUC TIEU CU THE
BSC

KINH DOANH

CO HANH BPONG DE PAT
PUQC MUC TIEU

KPI 4@ KET QUA, HIEU QUA




BSC — KPI LA GI? i

BSC la thé diém can bang (Balanced Scorecard). Boi 2
giao su Robert S. Kaplan va David Norton véi muc dich
la thic day va do luong hiéu qua hoat dong cta cac don
vi kinh doanh.

BSC la cdng cu quan tri thwe thi chién lwoc nham két
ndi tdm nhin cta doanh nghiép v&i hanh déng hang
ngay clta déi ngl théng qua: chién lwoc, muc tiéu
chién lwoc va nhirtng KPI két néi cac hanh ddong hang

ngay.

BSC la mét céng cu loai bp nhirng viéc khéng quan
trong ra khoi hé th()ng, xép nhirng viéc quan trong
theo cung mét hwéng tam nhin cua t6 chirc

e —
BSC la hé thong cac dong ho do lwong ngudn lwc dau
vao, chien lwvgc dang thwc thi dén dau, hoat déng dieu

hanh c6 hiéu qua khong, két qua dau ra c6 dap (ng .
dwoc ky vong khong. 4
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THE DIEM CAN BANG

BSC I cong cu gidp doanh nghiép phat trién can bang trén 04 khia canh: Tai chinh hiéu qua,
Khach hang hai long, Quy trinh va Con nguwi theo kip chién lwoc.

TAI CHINH

Loi nhuan thu dwoc

Doanh thu

Vén

Dong tién hoat déng

Hé sb vong quay hang tén kho

HOC HOI PHAT TRIEN

Nang lwc lanh dao
Nang lwc doi ngl

Ty 1é dap &ng kién thire
Kaizen hiéu qua

KHACH HANG

Ty Ié hai long

Thi phan

Khach hang trung thanh
Ty Ié don hang ci

QUY TRINH
Thoi gian dap wng don hang
Ty |é tré hen
Hiéu qua quy trinh hoat déng




KPI LA GI?
Key Performance
Indicator (KPI)

Chi sb dé do lwong, bao céo va cai thién hiéu suat
thwc hién céng viéc

Key Performance Indicator

I’_a thwc’)’c,dq
théng ké (s0 lan,
sO lwong, ty 1€ ...)

Chinh. tiéu biéu La kha néng tranh lang
’ phi vé vat liéu, nang
lwc, tien bac, thei gian

KPI khéng don thuan chi la cac chi so xé&c 1ap & do luwong
vao cudi ky danh gia

Ban chat 1a cong cu quan tri chién lwoc, xac 1ap muc tiéu,

theo ddi qua trinh, cdnh bao hiéu suat & diéu chinh kip thoi




OKR LA GI?

OKR ( Objectives and key results) la
cac chi tieu danh gia két qua thwc hién
muc tiéu trong moét khuon kho thiét lap
muc tiéu va theo doi két qua thwc hién
muc tiéu.

Cac muc tieu OKR thwong dwoc do
lwo'ng trong thoi gian ngan han.



https://fastwork.vn/okr-la-gi/

SO SANH KPI & OKR
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Vi DU PHAN BIET KPI & OKR

Nganh ban lé&: doanh thu trén mét diém ban, doanh s6 ban
hang tai cac clra hang, doanh s6 ban hang trén maoi nhan
vién,

Phong Nhan su: Ty |é tuyén dung thanh céng, thdi gian
tuyén dung trung binh, hiéu sudt thuc hién céng viéc cla
nhan vién, ty &€ hao mon may mac,...

Phong kinh doanh: gia tri 1du dai cia khach hang, doanh
thu ban hang, cac cubc goi da thuc hién tu van, sé khach
hang trdi nghiém san pham.

Nganh Cong nghé: Doanh thu dinh ky hang thang, ty 1é gilr
chan khach hang, thai gian giai quyét cdc hu hdng may méc.
Nganh cham séc sirc khde: thai gian chg dgi khdm bénh
cla bénh nhan, phi diéu tri trung binh moéi bénh nhan, s6
lugng chuaong trinh dao tao trong thang/nam.

OKRs -

_i"...

e >

S il

Muc tiéu: Tré thanh cdéng ty dan dau thi truéong

trong nganh

= K&t qua thuc hién # 1: Ky luc doanh thu 100 triéu
do la.

= K&t qua thuc hién # 2: Tang nhan vién |én 45%

= K&t qua thuc hién # 3: Tang vén hoa thj truong du
dé vao S&P 500.

Muc tiéu: Tang doanh thu 1én 30%

K&t qua thuc hién # 1: C6 dugc 50 khach hang mdi.
K&t qua thyc hién # 2: Tang khach hang tiém nang
ti€p thi lén 20%
K&t qua thuc hién # 3: Tang ty |1é gilt chan khach
hang |én 85%
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Objective

Muc tiéu chinh

Chung ta muon g17

Xuat phat tir tam
nhin, sit ménh dé
xay dung muc ti¢u
chinh

WHAI
(PLAN)

MO HINH OGSM LA GI?

Goals

Pich nhiam dén

Cac chi uéu cu the
nao can dat duoc
dé dat duoc muc

ticu chung

Cac muc tiéu cu thé
phai dat dugce
SMARI

WHAI
(NUBER/DATE)

Strategies
Chién luoc

Chién luoc nao dé
dat dugce cac muc
iéu cu thé

[_ua chon gial phap
{cach thire, con
duomg d1)

HOW
(PLAN)

Measurements

Thuocdo

Thudt do nao dé de

do Iromg sur thanh

cong cua cac chien
Ivoce dé ra

Cac chiso do
hromg mire do
thanh cong cua cac
chién Iuoc

HOW
(NUMBER/DATE)



Vi DU VE MO HINH OGSM

0.G.S.\M

Objectives /Muc dich
A, Trd thanh dai ly quang cdo s8 1 cha tap chi A
B. ...

Goals

Muc tiéu

Stratergies
Chién luoc

Measures fdo lwdng

KPIs

Actions/Hanh dong

— 35 khach hang
— 50 ty doanh
thu

1. Ta&i ky khach hangcl

2. Khach hang gidi thigu khach
hang

3. Hoptac vidai tdc chién lwoc

4, Ta chirc hdithdo chign lwo'c
marketing cho chuy&n nganh
bat déngsan

5. TO chirc hbithao chign lroc
marketing cho chuyé&n nganh
nha khoa

6. TS chirc hdithao chign lwoc
marketing cho chuyén nganh
SPA, tham my

» 50% khach hang cl gidi thigu KH

50% khach hangcli cha ndm
trdre tai ky
15 khach hang

Khach hang dwoc gici thigu: 20
Ty & chuyé&n ddi: 30%

15 KHTM mdi
Ty 1& chuyé&n ddi: 20%

15 KHTM mdi
Ty 1& chuyé&n d8i: 20%

30 KHTM mdi
Ty 1& chuyé&n ddi: 10%

20 KHTM mci
Ty I1& chuyén ddi: 25%

—Xay duwng Ch.Tr wu d3i cho KH tai ky

—B& sungsan pham mdci

—Vigtthuw tay + Tang qua

—Goidign chim soc khach hang

— G ¥i tin nhan, goi dién d& nghi khach hang gidi
thigu KH

—BE nghikhiach hang quay video testimonial

— Kich hoat l&i gicvi thigu: KH cl goi dién cho KH
tigm nang truwdic

—Goi, hen, gdp KH tigm nang

—Gaptop 10 Marketing Agency Ion

—GEp 10 Cty Tw van kigm todn

—GEap 3 Ngan hang

—Kéu goi tai tro

—Xayduwng chwong trinbh ndi dung

— M i chuyén gia dao tao marketing
— K&t ndi vl cac higp hbi

— Chay FB marketing




NGUYEN TAC XAY
DUNG MUC TIEU KPI
(SMART)

S (Time - bound) - C6 th&i han

Muc tiéu nay gan véi mot khung thoi
gian, ngay/cét moc trong nam can thyc
hién.

R (Relevant) - Phu hop

Muc tiéu nay lién quan truc tiép dén
trach nhiém chinh & trong tam anh
hwéng cla ngudi nam gidr.

A (Attainable) - Kha thi

C6 co hoi hop ly d& muc tiéu hoan
thanh. Muc tiéu cling phai thach thic
& khoi goi khat vong lam viéc.

M (Measurable) - Do duoc
Muc tiéu nén la cac chi tiéu cé th,é do
duwoc. Qéc chj tiéu thénh’tl’ch thiét yeu
(KPI) gom: SO lwgng, chat lvgng, thoi
gian, chi phi...

S (Specific) - Cu thé

Muc tiéu chira 1 két qua hogc dau ra
cuodi cung cling r6 rang dé khong thée
dan t&i viéc hiéu sai.



LUU Y KHI THIET LAP CAC CHIi TIEU KPI

KEY | PERFORMANCE INDICATOR

C6 phai la chi sb C6 phai la hiéu qua Co6 kho do khdong?
chinh hay khéng? hoat déng khong?

C6 can thém ngwei,
C6 phaila yéu té thém quy trinh, thém
thanh céng quan th&i gian dé do
trong khong? khéng?

Hiéu qua thwc hién/Yéu Chi sé/ C6 thé do dinh
té thanh cong chinh XAac

Tiéu biéu

\ Y, \. A A\ .




MOI QUAN HE GIPA BSC & KPI

Mi quan hg Nhan Qua - “Thuyét Z”

Khia canh

Khia canh

tai chanh khach hang

“...va chdng ta sé
c6 nhiéu
thwong vy méi”

“...khach hang sé
théa man”

Quy trinh

R e
ot 4] b c
\ d I all
A all B BN I
B R e
e U el
va noc nol
W LR A
g = g
i I

“néu ching ta cé
ngw¢i pha hep”

o RS Ngudn: www.vmi.edu.vn (dwa theo md hinh Halifax Theory 2)

“...1]am dang”

KPI ciia phong Kinh doanh: Tang DT 20% so véi cung ky

ném ngoai. Vay dé ting DT:

= Can trién khai kénh ban hang t6i vu nao? Bao nhiéu
san pham can ban? Chién lugc gia ban nhu thé nao?

= Mo rong dbi twong khach hang muc tiéu, thi truong
muc tiéu nao?

= Quy trinh phai ra lam sao, c6 théa man khach hang
khong...? Khach hang duoc loi gi tir san pham. Can
thay doi, cai tién san pham khong?

=  Doi ngl Nhan sy can nhitng ning luc gi, can dao tao

nang cao khéng? Cai tién CN gi?

BSC & KPI --- > “D6i ban cung tién” cta DN trong céng téac Quén tri higu suat doanh nghiép, thiét
lap muc tiéu & do lwong, danh gia hiéu suat. —




LPNG DUNG BSC & KPI TRONG TO CHUC

Truyén théng rd rang vé
tdm nhin, s* ménh, va
chién lwoc cua tbé chirc
dén nhan vién va céac
bén lién quan khac

Lam rd, cu thé hoéa chién
lwoc chia té chirc thanh
nhirng muc tiéu cuy thé

~

Két n6i nhirng cong viéc
hang ngay vé&i tam nhin
va chien lwgc

Cung cap mét khung
cdng viéc dé lap wu tién
cho cac chwong trinh,
dw an, dich vuy, san
pham, nguén lwc

Kiém soat dworc muc
tiéu kinh doanh, do
lwong danh gia dwoc
hiéu qua hoat déng cua
té chirc, cua tirng bd
phan, vi tri, ca nhan

~




LPNG DUNG BSC & KPI TRONG QUAN TRI NHAN SV

LA CO SO BE TRA LUONG, TRA THUONG

LA CO SO BE BO NHIEM, MIEN NHIEM ,

. N L. ) THANG CHUC, GIAM CHUC
PO LUONG HIEU QUA CUATO

CHUC, CUA PHONG BAN, BO PHAN

Ef] LA CO' SO BE DAO TAO, KE THUA
& CAI TIEN HE THONG CHINH SACH

KIEM SOAT MUC TIEU CUA DON VI

Quan tri myc
tiéu kinh doanh

Danh gia nhan
sw

Hé théng KPIs




PHAN 2

QUY TRINH TRIEN KHAI XAY

DUNG HE THONG PO LUONG
QUAN TRI HIEU SUAT KPI




DE TRIEN KHAI HE THONG KPI CAN TRA LOI
CAC CAU HOI SAU:

TAM NHIN

. > Chung ta mudn di téi dau?

qu
NIV /

CHIEN LUOC

Phwong phéap di ctia chiing ta nhw thé
nao?

MUC TIEU

Chung ta can dat dwo'c nhivtng muc tiéu
nao?

YEU TO QUYET PINH THANH CONG
Yéu t6 nao quyét dinh thanh céng?

CHi SO PO LUONG THANH CONG
Chi sb do lwérng thanh cong nao?

o>

.
y < N
AN ©
o
-—»G SANG KIEN CHU CHOT




QUY TRINH TRIEN KHAI XAY DUNG HE THONG QUAN TRI HIEU SUAT BSC - KPI - OKR

Xay dung hé thong ké hoach hanh déng - bdo cdo quan tri

Xay dwng quy ché giao & danh gia KPI

Xay dwng KPI vi tri

Xay dung KPl phong ban/b6 phan

X

E THONG KPI

Phan bd muc tiéu Céng ty xudng cic bé phan/phong ban

Xay duwng hé thdng muc tiéu & KPI cdp Cong ty

2

Xay dwng ban d6 chién lvgc & cac muc tiéu chién lvoc

XAY D

Ra soat chién luwgc Cong ty, ra sodt co cau td chirc, CNNV, MTCV

Phan tich béi canh, thuc trang doanh nghiép

Xac dinh, ra soat tam nhin, st ménh, gid tri cot 16i, moé hinh kinh doanh



CAC NOI DUNG CAN TRIEN KHAI CU THE

Ra soat co cau té chirc Chudi gia tri, Phan tich dong | Ban giam déc,
chay kinh doanh Trwdng cac BP
Ra soat muc tiéu chién lugc cong ty FHSREERSIOR Ban’glam ’doc,
Trwong cac BP
Xay dung ban dd chién luoc Ban db chién lworc Ban giam doc,
: Trwong cac BP

. . > . Phong Nhan sy, cac

Xéy dyng BSC Cong ty SRS phong ban _

Phan b6 KPI cho phong ban KPI phong ban Ph(i)ng Nhan sy, cac
phong ban

Phan bé KPI cho cac vi tri Phong Nhan sy, cac
phong ban

Giao vi¢e & Quy trinh danh gia BSC & KP1 [l QuY ché giao viéc, Quy ché | Phong Nhan s, cac
. danh gia BSC & KPI phong ban




PHAN 3

RA SOAT CHIEN LUYOC, MUC

TIEU THONG QUA PHAN TICH
PEST & PHAN TICH SWOT




PHAN TICH PEST

P (Political)

CHINH TRI

S (Social) T (Technology)

o o

VAN HOA - XA HOI CONG NGHE

Trinh do phat trién kinh té cao
L&i suat cao co thé can tré dau
tw

Lam phat

cac chinh séach that nghiép, chi
phi hang hoa va tai nguyén




PHAN TiCH PEST BE PHAN TICH BOI CANH CUA TO CHLfc)

GV

P (Chinh tri)
Chinh pha tro cép
5000 $ cho viéc mua 6
td dién.

Xe dién dwgc mién
thué khi thai

Chinh sach cua Chinh
phu chi con 50% 6 to
chay bang xang trong
5 nam toi

E (Kinh té)

Ty & lam phéat thap
nhwng c6 kha nang sé
tang vao thoi gian toi.
Pin c6 thué nhap khau
thap.

Gia dién twong dbi ré
so v&i cac nwoc khac,
ddng thoi rat 6n dinh

S (Xa héi)
Nguwoi tiéu dung mudn
s® hiru xe than thién
v&i moi tredng
Chi co it loai xe dwoc
dap wng cho ngudi
tiéu dung.
C6 trend vé s& hiru
chiéc xe dién.
Moi ngu®i dang dan
cd gang than thién
hon v&i moi tredng

T (K§ thuat)

Thiéu tram sac cho xe
dién & can nhiéu thoi
gian dé& khac phuc van
dé nay.

Thoi gian sac pin thap
hon dv kién.

\VVV
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PHAN TICH SWOT

PHAN TICH SWOT

SWOT la tap hop viét tat
nhitng chi¥ cai dau tién cua
céc tir tiéng Anh:

Strengths (Piém manh)
Weaknesses (Diém yéu),
Opportunities (Co héi)

Threats (Thach thiec)

LA mot md hinh ndi tiéng trong
phan tich kinh doanh cua
doanh nghiép;

 Bén
trong

<7-qozo—~—|

<§-qocm>——|



PHAN TICH SWOT BE PHAN TICH THU'C TRANG CUA
TO CHUC

STRENGTHS

WEAKNESSES

OPPORTUNITIES

Nhirng viéc doanh
nghiép ban lam tét

Nhirng té chét khién
ban ndi bat hon déi tha

Ngudn lrc ndi bé nhu
k¥ nang nghé nghiép,
kién thirc chuy&n mén
va mindset cua ddi ngl

Tai san hiru hinh nhw
mady mdc, thiét bi tién
tién

Tai san v hinh nhw ky
thuat déc quyén, bang
phat minh, sang ché...

Nhirng khia canh hay
chuyén moén doanh
nghiép ban lam chua
t6t

Nhirng viéc dbi thi lam
tét hon ban

Nhirng ngudn lwc bi
giéi han so voi dbi thu
Nhirng yéu diém can
cai thién trong ndi bd
Nhirng diém cén cai
thién cua doi ngi
Nhirng diéu khoan hop
dbéng mua ban chuwa rd
rang

Thi trrdng chura ai
phuc vu ctia san pham
hay dich vu cu thé

it déi th canh tranh
manh trong Iinh vuc
Nhu cdu méi ndi cho
san pham hoac dich vu
ma doanh nghiép da
biét duoc

Phuong tién truyén
thdng/ bao chi virng
chéac cua doanh nghiép
Nhirng diéu luat, quy
dinh nha nwéc giup
thuan loi kinh doanh

Péi thu manh, dbi thd
mé&i ndi

Nhirng thay ddi béat
ng® trong méi trirdng
phap ly

Nhu cdu méi ndi cho
san pham hoac dich vu
nhwng khéng nam bat
Théng tin bao
chi/truyén théng nhirng
thdng tin tiéu cuc
Khach hang thay doi
thai dé, c4i nhin vé
thuwong hiéu doanh
nghiép



PHAN TICH MA TRAN SWOT

Moéi truwong bén
trong

MGéi truromg bén
ngoai

Cac co hoi (O) .
Liét ké nhitng co hoi quan
trong nhat tir phan tich

mOi treong bén ngoai DN

Cac nguy co (T)
Liét ké nhiing nguy co
guan trong nhat tr phan
tich méi truong bén ngoai
DN

Céac diem manh (S) Céac diem yeu (W)
Liét ké rihﬁ’ng diém manh [Liét ké nhﬁ’ng diém yéu
guan trong nhat tr phan Jquan trong nhat tr phan
tich moi truong ndéi bo DN ftich moi truong noi b DN

Két hop WO
Tan dung co hoi bén ngoai
dé khic phuc diém yéu
bén trong cua DN

Két hop WT
Khac phuc c4c diém yéu
bén trong va dé phong
nguy co ttr mol trudng bén
ngoai



Vi DU PHAN TICH SWOT

O - OPPORTUNITIES T - THREATS
1. Nhu céu khach hang ngay cang téng Ty I& canh tranh téng cao
2. Thye don méi mé, hip dén, sang tao Béi tha Ién manh nhidu
3.

1.
2. _

Tiém ndng phat trién qua i’ng dung giao 3.  Xu hwéng trong nganh thay dbi lién tuc
4

hang Chi phi nguyén vat lidu khang én dinh
1. Vi tri kinh doanh t&t 1.5(1,2,3)va O (1) 1.5(1,23)va T(1,2)
2. Khong gian dep, phi hop dbi tegng tiém  Chién lugc phat trién thj trudng Chién luge dinh vi thuong higu
nédng, dugc yéu thich Mé& réng hodc mé thém cac chi nhanh & vitri  Danh manh vao marketing nhdm xay dyng
3. Danh tiéng manh, thuong hidu xay dyng  tdt, phat trién nhén di&n thuong higu kém thuong higu, tdng kha ndng canh tranh.
k6t ‘ nhiéu hoat ddng thu hat khach hang. 2. S (4,5) va T(2,3,4)
4. Thyc don da dang, dac sac theo mua 2.5 (4,5 va0(1,2) Chién lvge khac biét hoa san phdm
5. Gia ca duge khach hang danh gia tvong  Chién lugc phat tridn san phdm Phat trién menu bét kip xu huéng, cé tinh dac
x(rng chét lurgng Phat trién san phédm signature, loai bd san séc riéng, ddng théi tim kiém ngudn cung NVL
phdm bao hda va nghién cliru san phdm dam bao chét lugng véi mire chi phi thdp hon.

signature m&i hodc san phdm theo maa.

chc cmen o wo chc cmew Lo wr

1. Chi phi cao so véi déi thi 1L W(2,34)vaT(1,23) 1. W(1,2)va T(3,4)

2. Ngén sach thyec hién quang cdo con thiéu  Chién luge thdm nhép thj truéng Chién lugc hdi nhép vé& phia sau

3. Dién tich phén lén cac quan ca phé con  Trién khai kinh doanh online, két hgp véi itng  Sap nhép hodc tao ngudn cung riéng dé dam
nho, chat dung giao hang cé thuong hidu tét d& nang bao chi phi NVL én djnh, cén bing dé co thé

4. Chi ban tryc tiép, khong ban trure tuyén tdm thuong hiéu, kém nhiéu wu dai thu hat tiét kiém chi phi, bé sung ngén sach
hay qua app khach hang. Marketing.



BAI TAP THUY'C HANH PHAN TICH SWOT & PHAN TIiCH PEST

DIEM MANH
Néu diém manh cla tb chirc anh/chj? PIEM YEU
W Néu diém yéu cua té chirc cac anh/chj?

CO HOI

Néu co hdi tlr bén ngoai mang dén cho A q
td chire cda cac anh/chj? OPPORTUNITIES THACH THUC
Néu céc thich thirc tir bén ngoai mang

dén cho té chirc cac anh/chi?




PHAN 4

HUONG DAN XAY DUNG BAN

DO CHIEN LUQC & CAC MUC
TIEU CHIEN LUOC




BAN DO CHIEN LUOC

= Ban d6 chién lwoc la cdong cu gilp céc.
doanh nghiép hoach dinh chién lwoc va

trien khai cac chién lwoc ciia minh moét

HOC HOI - PHA

cach dé dang va hiru hiéu hon.

QUY TRINH Khach hang =  Ban do chién lwoc 12 mot so do dé ghi lai
NOI BO hai I(‘)ng.

Quy trinh
chuyén nghiép

cidc muc tiéu chién lwoc wu tién dwoc

doanh nghiép theo duéi.

T I VAper Y T ™




UNG DUNG CUA
BAN PO CHIEN
LUQC

o o

Lam rd chién lwore dén tieng thanh vién

Xac dinh nhirng quy trinh ndi b quan
trong thuc day nhirng thanh cong vé
mat chiéen lwoc

Lién két nhirng khoan dau tw vao nhan
sw, cOng nghé & nguén von to chirc dé
tao ra anh hwéng to I&¥n nhat

Phat hign cac 16 hong dé dwa ra nhirng
hanh dong diéu chinh kip th&i



CACH DAT MUC TIEU CHIEN LUOC

Muc tiéu chién lwoc nén dat bat dau bang cac tir khoa:
= Tang...
= Giam ...
= Téiwuhoa ...
= Tbidahoa ...

= Tbithiéu hoa ... o o
“ | ong cua
= Caithién ... | Khach hang

= Xaydwng ...
=  Duytr..




PHUONG PHAP XAY DUNG BAN PO CHIEN LUQC

' Cach 7 '
. .. Ra soat tu dudgilén gg Y 7 4
Ml v6i cau hoi ~ VWV IH Y
& Tai sao lai can thiét cd muc tiéu chién lugcc nay?
& Néu muc tiéu chién lugc nay dat dugc, sé dan dén dat dugc (Nhang)

muc tiéu chién lucc gi?
Tang
lgi nhuan
Giam
thdi gian chd

Giam thdi gian < s
tac nghiép } Cau hoi

dan dat:
Tang higu Tai sao?
qua quy trinh . -

Cai thién

Tai chinh

Tang
doanh thu

Khach hang

Cai thién ty |l
gia chan
hach hang

Quy trinh

Hoc hdi va
Phat trién

ki€n thuc &



PHUONG PHAP XAY DUNG BAN PO CHIEN LUQC

' Cach 2 '
W voicauheir“HOW ™

ES Lam sao dé€ dat muc tiéu chién lugc nay?

S Pé dat dugc muc tiéu chién lugcc nay, can dat dugcc (mhang)
muc tieéu chién lugoc nao trudsc?

Tai chinh

Tang hiéu qua
chi phi .

Cai thiéen

muuc do
hai long
Giam
thdi gian chd
Giam thdi gian
tac nghiép

Tang hiéu qua
quy trinh

Khach hang

Quy trinh
Cau hoi
dan dat:
Lam nhu thé nao?

Hoc hodi &
Phat trién

Cai thién
kién thdc &
ky nang

Cai thién
cONg cu &
coONng nghé




LU’U Y KHI XAY DUNG BAN DO CHIEN LU'OC

Ao dn huyéh hoa tin hang
Cong dong than, tam tri va gnacﬁhén & ang cao
o thé chat cla Uil an ninh va
ang cao su woi tré :
hal long cla - an toa
cong dong 1
Tai chinh -
Ngan séch - Ngan sach hié?;ngu%a\(/)é
Tsi chin ana cao A s
& ngl;o]gn [T{ ? chi ph
Néng cao tai chinh
hiéu qua chi N
phi A ang cao viéc .
. noi bo chia sé voi
: Qudc phong
Quy trinh i o Nang cao viéc
noi bo g A S thu thap thong Nang cao hiéu
chd;@ e tin tinh bao qua nghién clru
va phan tich
Nang cac.
hiéu qua st
dung va chia
ag 1lbwoc 1en troi ¢ thong tip
Nang lye I‘?gf Iy
t6 chite i Nang cao to chire Nang cao loi
Cai tién trang néng I thé cong

thiét bi

nhan vién

nghé




Vi DU BAN PO CHIEN LUOC

/“ Gia tri c6 déng dai han

‘ i | Chién ”luocAmgrtnM\g- wong
& CMunwxnhguﬁl ] k “doanh tha J
Pham vi Tal = — "~ ///' ‘\\\
i . Tror thanh cbng < . " -
chinh L ty :"p;"? Téi da hoa sir Dol #a s Téng gia trl dén
\ d.‘n a&l ve CM : duna uégan Mn khach mno mo’ k"fch "3"0

phi

“cong ty hwémg dén cung cap cac san pham va dich vy co tinh dong bd, dung han va chi phi thap”

Pham vi > =
khach hang Cung cip ol i Sk g img Lpw chwn
chi phi hoo hidin thich hop
thap nhat 9
Quan ly hoat dong \ Quan ty khach hangt / D6 méi Chinh sach va xa hoi
San xudt san ‘
phan va dich
vu: che phi,
: chat homg.
Pham vi thon gran
quy trinh
Noi bo
Luc lvrong lao dong cé ky thuat, ky nang va nang dong
Pham vi ; _ TN
Hoe héi & Vén con ngudi Vén cong nghé Von 10 chuc
Phat trien o p Tao dumg cac quan Cai tén cac quy Tao diéu kién chia se
’:gg ndn(‘)':::'n‘ “s‘::' hé viri nha cung trinh” 16t hom, va img dung kién
s:;":“_ron umg va khach hang nhanh hom, re thuc/cong cu thuc

bang dkén tr hom™ hanh 1ot nhat



BAI TAP THU'C HANH XAY DUNG BAN DO CHIEN LUPOC

02 03

Thu thapva
xem xet
thong tin
nén tang

L

l[f

XAY DUNG BAN D0 CHIEN LUCC




PHAN 5

HUONG DAN XAY DUNG THE

DIEM CAN BANG (BSC) & KPI
CAP TO CHUC




STRATEGY
Ké hoach thuc hién cong ty

STRATEGY MAP
Ban dich cua chién lugc

BALANCED SCORECARD
Thudrc do va sy tdp trung
TARGETS AND INITIATIVES
Cong ty cn gi dé thyc hién
PERSONAL OBJECTIVES
Timg c4 nhan cin lm gi

Cac két qua chién lwgc (dau ra)

M 43 nha

THE DPIEM CAN BANG

v

V]

|$|

TAI CHINH

Dé tén tai phat trién, ching ta can cha trong dén céac
chi s tai chinh nao?

KHACH HANG

Dbé dat dwoc tdm nhin, ching ta phai thé hién ra sao
trwdc khach hang?

QUY TRINH NOI BO

Dé thoa man cb dong & khach hang, ching ta phai
xuc tien cac quy trinh néi bé nao?

HOC HOI PHAT TRIEN

Dé thod man tAm nhin, chang ta lam thé nao dé duy
tri thay doi & cai tien? Can chu trong phét trién nang
lwec d6i ngl nhw thé nao?



MO HINH GAN KET MUC TIEU - THUOC PO - GIAI PHAP

{
€ . S—
@ HE THONG MUC TIEU CUA TO CHUC

HE THONG CHi TIEU PO LUONG, DANH GIA . &

HE THONG DO LUONG, PANH GIA (BAO CAO QUAN TRI)

HE THONG KE HOACH HANH DONG



CAC NOI DUNG QUAN TRONG TRONG THE DIEM CAN BANG

Tiéu chi 1a mot chuan Giao muc tiéu, chi tiéu

murc dwoc dat ra voi dén tirng bd phan cu

muc dich s dung dé thé, do lworng danh gia
danh gia cu thé

. . ) o KE HOACH
@ MUC TIEU TIEU CHI @ CHi TIEU @ GIAI PHAP

Muc tiéu la két qua
mong muon dat dugc

rond twond lai Chi tiéu la mdrc quy Céc hanh dong can
gtwong dinh phai dat duoc trién khai d& gilp dat
trong ké hoach dwoc cac muc tiéu, chi

tieu da dé ra



HUONG DAN XAY DUNG THE DIEM CAN BANG

Vién canh BSC: Théng thuwdng sé 04/06 vién canh

D QUYTR{NH X{\YDUG - Muc tiéu: Bich mong mudn clia DN trong twong lai
THE DIEM CAN BANG

- Trong s0: Tam quan trong clia muyc tiéu
BSC = Thwdce do: Cach thiee do va don vi tinh
g = Chisb (KPI): Tham chiéu (TC): La két qua cua ky truwéc

= Chitiéu (CT): LA mirc phan diu cla ky nay
tiéu

sb

- Ké& hoach, bién phéap: K& hoach thuc hién céc chi tiéu

= Phan céng thwe hién: Cha tri, Tham gia, H6 tror, Quan ly

- Tan suat kiém soat: La gi®i han thoi gian dinh ky kiém soét chi

= Cdng cu do lwdng: La cac cdng cu cu thé dé do lwdng cac chi




CACH THIET KE MAU BIEU THE DIEM CAN BANG

Muc tiéu

Tiéu chi do
lwong

Trong s6

Thwéc
do, don
vi tinh

Tan suat
kiém soat

Cach tinh

Cong

Ké hoach

icu/nguén do hanh dong

Phén cong
thure hién




DONG CHAY BSC

S& ménh va Chién lwoc cla

Pon vi Kinh doanh ‘
‘ Muc tiéu va Phép do chién
- ‘
‘ K& hoach kinh doanh cua
— ‘
MUC TIEU 3 moi Cé'p can ‘ K& hoach kinh doanh cta

A \ n , \ Nhom
neu vao bon goc nhin
Tai chinh
Khach hang

Hoc héi va Phat trién

Dong chdy BSC duoc trién khai
A R Vi

xuong trong to chrc,

bdo ddm moi ngudi hiéu

cac muc tiéu dai han cla

don vi kinh doanh,

cling nhu véi chién lugc

ma ho phai dat duoc.

Quy trinh noi bo ‘ Phép do hiéu qua trén ca

nhan



BAI TAP THU'C HANH XAY DUNG THE BIEM CAN BANG

N

QUA TRINH
NOIBO
Dé théa man khach hang va cac
bén lién quan, cac qua trinh pha

f KHACH HANG '

Pé dat dugc tdm nhin, ching ta
thé hién vdi khach hang nhu

thé nao? tuyét hdo & mircdd nao?
WMUC TIED MUCTEU
DO LUONG 20
cHiTIEV cHingv
\ HOAT DONG J HOATD ONG

HOC TAP &
PHAT TRIEN
BDé dat dugc tdm nhin, ching ta
gilr vilng su thay d&i & cai tién
bing cach nao?
MUC TIEU
DO LWONG
cHi TIEV
HOAT BONG




PHAN 6

HUONG DAN PHAN BO MUC

TIEU, KPI TU' CAP TO CHUC
PDEN PHONG BAN, BO PHAN




PHAN BO MUC TIEU TU CAP TO CHU’C XUONG PHONG

Ban do chién luoc
(Cap d6 - cong ty)

Cap do6 2
Phong ban

Cap do 3
Ca nhan

Sy

Tai chinh

BAN/BO PHAN

e

<~ ]
. AT <
' ~ N
N \ <
4 / \ N I

Quy trinh

O q
A 7 \

)N

(Hoc hoi &
Phat trién

o D

I

.

> /

Khach hang

/

Quy trinh

v

|

Hoc hoi &
Phat trién

Muc tiéu chién lyioc

P. Nhan su

\

\

N
N\

Y

h

Muc tiéu chién lugc
P. Ban hang

Mugq tiéu chién lugc
Phong IT

f

muc tiéu cd nhan

Mr.A

muc tiéu cd nhdn

Mr.B

Mr.C

muc tiéu ca nhan

Tai chinh
Khach hang
Quy trinh

Hoc hoi &
Phat trién



PHAN TANG HE THONG BSC — KPI TRONG DOANH NGHIEP

SU MENH/ TAM NHIN/ GIA TRl cOT LOI
Chién lvoc
Muc Tiéu chién lvoc
K& hoach hanh déng

Tai Chmh > . "
Trién khai muc tiéu

Khach hang chién lugce cong ty

Quy tinh ndi bd xudng phong/ ban

Hoc hoi va phat trién

‘_> Muctiéu |Tiéuchi |DPoluwong |Kétqua |Danhgia
Trién khai muc

Khach hang tiéu phong/ ban
xuéng ca nhan

Quy trinh n6i b6
Hoc hoi va phat trién ) 4
Mmﬂ Do ludng

Tai Chlnh

Khach hang Trién khai muc
tiéu & cap ca nhan

Quy trinh ndi bo

Hoc hdi va phat trién J\ /L




MA TRAN PHAN BO MUC TIEU

Ma tran phan bo chi sé KPI

Mtl
Mt2
Mt3
Mt4
Mtn

KPI 1
KPI 2
KPI 3
KPI 4
KPI...

HRC ACADEMY




BAI TAP THU'C HANH PHAN BO MUC TIEU TO CHU'C VE CAC
BO PHAN/DPO'N VI




PHAN 7

HUONG DAN XAY DUNG KE

HOACH HANH BDONG




QUAN TRI MUC TIEU & DO LUONG HIEU SUAT

2. TO CHUC
TRIEN KHAI

* Giao muc tiéu, chi tiéu

1. HOACH PINH

. Xac dinh muc tiéu chién hroc « Thue thi cac ké hoach chi tiét
. Ban d6 chién lwoc * Truyén théng ndi by

. Bg tiéu chi do lwong hiéu qua
hoat dong ciia doanh nghiép

. Ké hoach hanh déng

3. PO LUONG,
DANH GIA

* Cong cu danh gia
* Bao cao quan tri

4.TOI U'U, CAI
TIEN

* Ra soat muc tiéu

* Ra soat chi tiéu

« Cai tién, toi wu




XAY DUNG KE HOACH HANH PONG PE THUC THI MUC TIEU CHIEN LUYOC

DE THUWC THI CHIEN LUYQ'C MUC TIEU, CAN:

/ Muc tiéu

Yéu t6 quyét dinh

thanh cong

Do lwong, Hanh / Chi s6 do luwéng

.o | déng,
danh gia giai phap

Muc tiéu

Sang kién chad chét




KE HOACH HANH PONG

Ké hoach hanh dong la mo6t cong
cu liét ké nhirng cong viéc ban can
hoan thanh dé dat duwoc muc tiéu.



NGUYEN TAC VANG KHI LAP KE HOACH

Cong thitc vang
SW1H1C

Phai lam cai gi? \ T3i sao minh lam viéc nay?

Phai ¢6 caigi? Muc dich?
Logibd caigi Ly do dd 16n dé hanh dong
s

How?

Nhu thé nao?

Lam diéu dé 6 dau? Cach lam Nhan sy
Nai d6 c6 thudn lgi khong? Phuong thic  Tai chinh
\ Cong cy Bao nhiéu

S SSTRDERTTTTIITIUNAEE YY) DO U T S S,

Lam vl ai? ho trg?
Ailam? Ai tu van,
gidm sat?
=Ty -

Check?

Kiémtra
Danh gia

T6i vy i’

‘ Khi nao két thuc?

Kiém tra t6i uu? ﬁ

Khi ndo bat ddu?

Lo trinh hanh dong?

' Sau do thi sao?




TRIEN KHAI KE HOACH VOI NGUYEN TAC PDCA




I &
‘ AT
BAI TAP XAY DUNG KE XAY DUNG KE

HOACH HANH HOACH HANH
TH U’C DONG BP SALE DONG CUA BP

HANH NHAN Su
NHOM =lv] f |y f!
- -
7 O
-Ikﬁ !l
4 B \

XAY DUNG KE XAY DUNG KE
HOACH HANH HOACH BP bAO
DONG BP TAO
MARKETING

vl f =|w] f




PHAN 8

HUONG DAN XAY DUNG KPI

VI TRI




XAC DPINH KPI T’ CHU’'C NANG NHIEM VU CUA BO PHAN/VI TRI

Chirc

nang
nhiém vu




NGUYEN TAC & CACH XAC LAP KPI

BAN MO TA CONG VIEC

Xac dinh Xac dinh két || = Xac dinh chi
nhiém vu qua dau ra s6 do luong
chinh cua nhiém hiéu qua

VU

BAN GIAO VIEC & PANH GIA KPI



NGUYEN TAC XAY DUNG MUC TIEU KPI (NGUYEN TAC SMART)

nhiém chinh va trong tim anh hwéng cua céng viéc

(Relevant ) cla ngw®i ndm gite

Co thoi han  >Muc tiéu nay gan véi mét khung thei gian,

Cu thé »Muc tiéu chi ra métkét qua hoac dau ra cuéicung ro
(Specific) rang dé khéng dan t&i viéc hiéu sai.
»Muc tiéu nén la cac chitiéu c(),thé do dwoc
m Po duoc > Céc chi tiéu thanh tich thiét yéu (KPI) dwoc ky
vong/chap nhan dwerc:
tsteasuriie) - 86 lvong: - Chi phi:
- Chatluong: - Thoi gian
Kha thi »C6 co hdi hop ly dé muc tiéu dwoec hoan thanh.
] Muc tiéu ciing phai thach thirc va khoi govi khat
(AChleveabIE) vong lam Viéc_
n Phu hop »Muc tiéu nay lién quan trwc tiép dén cac trach

(Tifietiound) ngay/cot moc thwe hién trong nam can thwc hién.



CACH THIET LAP CHI SO KPI

KPI TUYEN DUNG

[ gERFORM ANCE . S(f) lugng CV thu Vef:/do’t tuyén dung
’ INDIC ATOR S3 lwon g - S@ luong CV th?u vé/kénh
» SO nhan su tuyén dugc
- = S6 nhan sy pass qua thir viée
Chat Iu‘o’ng = Ty 1¢ CV dat yéu cau/tong CV
= Ty lé nhan su pass qua thir viéc/tong
Thoi gian tuyén dugc
= Thot gian tuyén dung/vi tri
= Chi phi tuyén dung/kénh
= Chi phi tuyén dung/CV
= Chi phi tuyén dung/Vi tri




CACH DO CAC CHI SO KPI

Do nguoc: Trir ngwee lai so voi chi tiéu

(100% - % KPI/16i * so lweng 16i = Ty | hoan
thanh)

Do xudi: Thye dat/Keé hoach =Ty Ié
hoan thanh



HUONG DAN XAY DUNG BANG PANH GIA KPI

Vién canh BSC: Théng thuong s& 04/06 vién canh

Muc tiéu: Pich mong mudn cua DN trong tuong lai
Trong s6: TAm quan trong ctia muc tiéu

Thude do: Cach thire do va don vi tinh

Chi s6 (KPI): Tham chiéu (TO): La két qua cta ky trude
Chi tiéu (CT): L& mirc phan dau cua ky nay

Tan suat kiém soat: L& gidi han thoi gian dinh ky kiém
soat chi tiéu

Cong cu do luong: La cac cong cu cu thé dé do luong cac
chi s6

K& hoach, bién phap: Ké hoach thuc hién céc chi tiéu
Phan cong thuc hién: Chu tri, Tham gia, Ho tro, Quan ly




CACH THIET KE MAU BIEU PO LUONG KPI

Muc tiéu

Tiéu chi do
lwong

Tan suat
kiém soat

Cach tinh

cong
cu/ngudn do

Phan danh gia

Két qua
thuc dat

Ti lé hoan
thanh




THU'C HANH XAC BINH CAC CHi SO KPI T’ MO TA CONG VIEC V| TRi

= Hoc vién chia thanh cdc nhom. M6i nhom:
5 nguoti, thue hanh xac dinh KPI vi tri

= Thoi gian lam bai: 45 phut



PHAN 9

MOT SO LUU Y KHI TRIEN

KHAI




MOT SO LUU Y KHI TRIEN KHAI DO LUONG KPI

Bat ctr chi tiéu lwong héa nao ciing goi la KPI

Thiét ké qua nhiéu KPI cho mét vi tri

Lam dung KPI trong quan ly

Giao chi tieu khong dwa trén kha ning kiém soat cua BP vao két qua & cach

thirc tac dong vao chi tiéu

Van hanh hé théng KPI khéng gan véi tra lwong, tra thwéng

Thiéu ngudn do, thiéu dir liéu khi do lwéng, danh gia

Giao chi tiéu, giao KPI khéng gan véi hé théng giao viéc chuan

Thuwe hién giao & danh gia KPl mat qua nhiéu thoi gian

KPI chwa phai la “Key”, chwa phai la “Performance”

KPI khéng gan vé&i muc tiéu, chién lwoe cua té chirc, roi rac, thiéu lién két




N

CAU CHUYEN TRUYEN THONG KPI

~n




Xac dinh KPI vi tri

Dwa trén muc tiéu chung cua cbng ty/phong ban
dé xac dinh rd vai tro/muc tiéu cu thé cuia
tweng vi tri cdng viéc.

Chon ra 3-5 chi s6 then chét cho mbi vj tri
cong viéc.
Str dung trong s6 dé phan biét chi s KPI cbt

16i, KPI muc tiéu.. glup nhan vién biét nén don
strc vao nhirng mang cong viéc nao.



Linh hoat, cai tiéen khi giao KPI

= Ca&c chi so KPI c6 thé thay déi linh hoat, tiy theo muc
tiéu cu thé cua twng glal doan. (Vi du, giai doan mdi lap
website, c6 thé chon “s6 lvong bai viét” la chi sb cot 16i.
Sang giai doan xay dwng s gan két voi nguoi doc, thi co
thé chon “sd lwong binh luan dwédi mdi bai viét” 1am trong
tam.)

= Khoéng nén dat KPI cho cac “viéc lat vat”, “viéc khong tén”
(trtr phi d6 1a céac vi tri thuan vé hé tro th| c6 thé gom lai
thanh 1 KPI chung).




Ung x& sai v&i két qua danh gia KPI

Khi nhén vién khéng dat - hodac vuwot chi tiéu,
thi sao?

=  KPI khéng dat: 1ap ttrc khién trach va cat
lwong, thwédng cua nhan vién;

=  KPI vwot chi tiéu: 1ap tdre tang thém chi
tieu vi nght rang KPI da dé ra la qua dé.




Ap dung trién khai

= Nén c6 giai doan “chay thie” - gilp nhan vién lam

S i quen dan v&i KPI, hoan thién bo tiéu chi danh gia .
S ¢, o + ‘ .n ,. ~ . A > 2
e ‘ Doanh nghiép khong nén dung két qua KPI dé
/& phat nhan vién trong giai doan chay thir nay.

= Thwédng dong vién v&i nhirng c& nhan dat két qua

tot;
- = Sau khi danh gia, cap quan ly can ngoi lai véi nhan
’c ‘\. = DQmO vién dé cung tim giai phap thao gd&/cai thién.



Néi dung 3

Biét cach ra soat muc tiéu chién lvoc & xay dwng ban
dd chién lwoc cha td chire . N
Néi dung 4
Biét cach xay dung hé thong do lwdng céc chi s6 hiéu
N suat thdng qua thé diém can bang.
No6i dung 2
C6 kién thirc vé& quy trinh & céc bwoc trién khai hé
thong do Iwong quan tri hiéu suat . N
NGi dung 5
Biét céch’trién khai t&r muc tiéu chién lwoc tir cap
N&i dung 1 cbng ty dén tirng bé phan, phong ban & xay dwng cac
) ) . i o chi s6 KPI vj tri cu thé...
Nam dwgc kién thirc tong quan vé hé thong do lwdng
hiéu suat BSC - KPI.

v

Hoan thién toan b cac bai tap tir phan tich Pest, phan tich SWOT, xay dwng ban do chién
Iworc, xay dwng thé diém can bang & phan bo muc tiéu, KPI vi tri ...
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