THUC HOC vi DOANH TRi

’

KEY PERFORMANCE INDICATORS
THUOC B0 MUC TIEU TRONG YEU

Q BALANCED
4@’ SCORECARD
&  VIETNAM

A Management Consulting Firm

INSTITUTE OF MANAGEMENT




PACE

INSTITUTE OF MANAGEMENT

BALANCED

Q' SCORECARD
& VIETNAM
r—4

AManagement Consulting Firm

Chuong Trinh Bao Tao

KEY PERFORMANCE INDICATORS
THUGC PO MUC TIEU TRONG YEU

Chudng trinh nay nhdm gitp cho nguéi tham du hiéu séu vé KPI va vai tro cia KPI
déi véi céng tdc qudn tri doanh nghiép néi chung va céng tdc quan tri nhén su néi riéng.
Bong thai, biét cach xdy dung KPI hiéu qud cho cd nhédn, bé phén va té chiic cia minh.

at ky t6 chuc nao, bd phin nao,
ca nhan nao khi lam viéc thi ciing

c6 nhiing muc tiéu (Performance
Indicators / PI) ctia minh. Va trong s6 nhiing
muc tiéu do, sé cé nhiing muc tiéu trong yéu
(Key Performance Indicators / KPI). Tuy nhién,
néu cac muc tiéu nay khong do ludng dugc
hodc kho do luong thi diéu do6 cé nghia la cac
muc tiéu nay kha mo ho, va do vay, dit c6 n6 luc
thé nao di ntia thi cing khong biét minh c6
dat dugc muc tiéu hay khong.

Qua dung nhu Peter Drucker, nguci dugc
ménh danh la “cha d&” cia Quan tri Kinh doanh
Hién dai (Father of Modern Management),
tiing khang dinh: “Cdi gi khong do luong dugc
thi khong quan tri dugc; Cdi gi khong do luong
dugc thi ciing khong cdi tién dugc”.

Tuy nhién, nhiéu nghién ctu trén khap thé gidi,
trong d6 c6 nghién ctiu clia David Parmenter
(tac gia cudn sach “KPI - Thudc do Muc tiéu
Trong yéu”, cudn sach vé KPI phd bién nhit
thé gi6i hién nay), ctia The Balanced Scorecard
Institute va T6 chiic FranklinCovey, da chi ra rang:
“70% thdt bai cia cdc doanh nghiép ngay nay
khong phdi la do chién lugc kém hay
tdm nhin sai, ma la do nang lyc thyc thi va
hé théng do ludng két qua kém hiéu qua.”

THUC HOQC vi DOANH TRI

Con s0 trén cing cho thiy cong tac do luong
két qua / do ludng thanh tich (Performance
Management) dang dugc thuic hién thi€u hi¢u qua
trong rat nhiéu t6 chtc trén toan thé gidi,
tu cac tap doan da qudc gia, cac doanh nghiép
viia va nho, cac cd quan chinh pht cho dén
cac t6 chtic phi lgi nhuén.

Vay lam sao dé€ c6 thé xay dung hé thong KPI
toi uu va st dung hé thong KPI nay mot cach
hiéu qua?!

Thau hiéu tdm quan trong va tinh cép thiét
cta hé thong do luong tinh hiéu qua, Trudng
Doanh nhan PACE da phoi hgp véi Balanced
Scorecard Viét Nam thiét ké Chuong trinh
dao tao “Hé thong KPI / KPI System”.

Chuong trinh nay sé giip doanh nghiép hiéu r6
nhiing nguyén ly cot 16i nhat cua Qudn tri
bang muc tiéu (Management by Objective /
MBO) va Qudn tri hiéu qud (Performance
Management / PM), dong thoi biét dugc dau la
nhiing KPI can xay dung va biét cach xay dung
Hé¢ thong KPI cho tling nhan vién, tling bo phan,
tiing don vi va cho ca doanh nghiép ctia minh.
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THONG TIN CHUONG TRINH )

THANH PHAN THAM DV’

= (Cdap lanh dao va cdp quan ly doanh nghiép
(HDPQT, Ban Giam Déc, Ban Quan Tri...);

* Gi6ilanh dao nhan sy va quan tri nhéan sy
ctia cac doanh nghiép;

* Gidi nghién ctiu va giang day vé quan tri;

* Nhiing ai quan tdm dén viéc xay dung
hé thong do luong muc tiéu / két qua
hoat dong ctia ca nhén, bo phan va té chtc.

MUC TIEU CHUONG TRINH

Sau khi hoan tdt chuong trinh, hoc vién
6 thé nam dugc tu duy, cong cu va phuong phap
lién quan nham biét cach xiy dung hé thong
KPI cho t6 chiic, b phan va ca nhan.

THOI LUONG & NGON NGU’

= Thoi lugng: 06 budi/ 03 ngay/ 18 tiéng
(mdi budi 3 tiéng);

* Ngon ngii: Tiéng Viét.

PHUONG PHAP PAO TAO

Nham néng cao hiéu qua dao tao ciing nhu
hiéu qua trong viéc ting dung nhiing tu duy
& nhan thtc ti chuong trinh vao thuc té
cong viéc, chuong trinh sé dugc trién khai
dudi hinh thtc tuong tac da chiéu (gita
giang vién véi hoc vién & gitia cac hoc vién
v6i nhau); két hop gitia thuyét giang véi cac
hoat dong hoc tép (thao ludn nhém, phan tich
tinh hudng thuc té, thuc hanh tinh huéng,...).

Tinh thdn mdi, con ngudi mdi cho nén kinh thuong mdi
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NOI DUNG CHUONG TRINH )

Phan I. Nén tang vé KPI

KPI la gi? Tai sao can c6 KPI? KPI dung
délam gi?
KPI trong Quan tri hiéu qua / KPI in

Performance Management;

Nguén nhén lyc thiét lap & van hanh
hé thong KPI trong doanh nghiép.

Phan II. Quy trinh xay dung hé thong KPI
trong doanh nghiép

Mo ta vé nhiing két qua mong doi;

Théu hiéu cac thudc do truc tiép & thudc do
thay thé/ gian tiép;

Lua chon phuong phap do luong phu hgp
v4i ting muc tiéu;

Hinh thanh céc thudc do téng hop (khi
can thiét);

Thiét 14p chi tiéu va ngudng gidi han;

Xac dinh & van ban héa hé thong KPI.

Phan III. Thuc hanh x4y dung hé thong KPI

cho doanh nghiép
1. Xay dung hé thong KPI cho td chic:

- Nguyén ly & cong cu xay duyng KPI
cho t6 chiic;

- Tham khao vi du vé mot bo KPI cua
mot doanh nghiép;

- Thuc hanh x4y dung Hé¢ thong KPI
cho t6 chtic.

Xay dung hé thong KPI cho b phin:

- Nguyén ly xay dung KPI cho bo phan/
phong/ ban;

- Dboéng bd muc tiéu td chiic xudng cac
bo phén/ phong/ ban;

- Thiét 1ap hé thong KPI cho cac bo
phén/ phong/ ban trong t6 chtic;

- Tham khao vi du vé bd KPI ctia mot
vai bo phan/ phong/ ban cét yéu;

- Thuyc hanh xay dung Hé thong KPI
cho bo phan/ phong/ ban.

THUC HOQC vi DOANH TRI

. Xay dung hé thong KPI cho ca nhan:

- Nguyén ly x4y dung KPI cho cac vi tri
chtic danh;

- Dong bd muc tiéu bo phan xudng cac
vi tri chic danh trong ciac by phén/
phong/ ban;

- Thiét lap hé thong KPI cho céc vi tri
chtic danh trong cac bo phan/ phong/ ban;

- Tham khéo vi du vé bo KPI ctia mdt
vai vi tri chtic danh trong bo phén/
phong/ ban;

- Thyc hanh xay dung Hé thong KPI
cho cac vi tri chitic danh trong bo phéan/
phong/ ban.

Phan IV. Quan trj hé thong KPI trong
doanh nghiép

St dung cong cu tu dong hoa phu hop;
Thu thip & theo doi két qua cong viéc;
Phan tich & danh gia hé thong KPI;

Cai thién két qua cong viéc.
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BO SACH “Trién khai Chién lugc & Hé théng Quan ly”
thudc “Tu sach Doanh Tri” do PACE xuat ban va phat hanh

STRATEGY

MAPS

BiiN DO CHIEN LUGC

Robert S. Kaplan, David P. Norton

(Cha dé cia “Balanced Scorecard / Thé diém cdn béng”)

Phan Thi Cong Minh & Va Minh Ta dich

Lam sao d€ hoach dinh chién lugc va truyén thong
chién lugc mot cdach 1o rang dén moi thanh vién
4 tdt cd cdc cdp trong toan to chiic? Loi ddp
nam & “Bdn do Chién lugc”. Pay ciing la cong
cu hitu hiéu bdc nhdt dé két ndi/dong by cong
viéc hang ngay ciia tiing thanh vién trong t6 chiic
Vv0i tdm nhin, sit ménh, muc tiéu va chién lugc
ctia to chiic.

KPI

KEY PERFORMANCE INDICATORS
THUGC BO MUC TIEU TRONG YEU

Cai gi khéng o lurbg duyc thi cling khong qudn Iy duvc;
Cdi gi khong do lurimg duryc thi cling khong cdi tién durgc.
peter Cha 0& QTKD hién dai) -

Cuéin sdich nay cung cap céng cy v phuomg phap dé
Xy dyng HE théng KPI cho cé nhan, b3 phén vi t6 chirc.

DAVID PARMENTER

Mai Chi Trung dich

sy PACE l

Trong hang tram tua sdch vé xdy dung hé thong
KPI hi¢n c6 trén thé gidi thi day la tdc pham
cong phu nhdt, ddy du nhdt va phé bién nhdt
hién nay. Vi bat ky ai quan tam dén KPI,
thitdc phdm “KPI - Thuiéc do muc tiéu trong yéu”
(Key Performance Indicators) ciia David Parmenter
sé la lya chon hang ddu.

oanh nghip”

inagement System / CMS).
\

AT DUJC NHONG MUC TIEU TO1 QUAN TRONG

NGUYEN TAC
THUC THI

Tihejl)i,:(:ﬁines of Execution

9 BUGC

Trién khai Balanced Scorecard

alancedSrecard InsttuteHoak (BS)
ch dinh hiéh g &xdy dung hé thong
d Scorecard (Thé diém cdn bing)

Organizational Design

Gi6i thiéu cong nghé
trién khai chién luge
tit FranklinCovey

‘THE INSTITUTE WAY: Simplify Strategic Planning
and Management with the Balanced Scorecard

A Step-By-Step Approach

Howard Rohm, David Wilsey,
Gail Stout Perry, Dan Montgomery

Nguyén Thiy Uyén Phuong, Nguyén Ngoc Dan Thanh, Kiéu Thiy Linh dich Rlae

RARUATSAN TG
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Néu nhu “Strategy Maps” la dé “ban do héa” chién lugc cong ty va “KPI - Thudc do Muc tiéu Trong yéu”
la déxay dung “Heé thong do lucongkét qud” (Performance Management) ctia cd nhdn, b phdn va td chiic,
thi 3 tua sdch ddc biét nay la dé xdy dung “Hé thong Qudn ly Doanh nghiép / Corporate Management
System” (CMS) nhdm trién khai tdm nhin, sit ménh va chién lugc cia t6 chilc mét cdch hiéu qud.

Tinh thdn mdi, con ngudi mdi cho nén kinh thuong mdi
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— Gidi phap tong thé ——
vé “Trién khai Chién luoc
——va Hé thong Quan ly"—

Song song véi BO SACH vé “Trién khai Chién lugc & Hé théng quan ly” (thudc “Ta sach
Doanh Trf” ctia PACE), cic chuong trinh PAO TAO vé “Bdn do chién lugc / Strategy Maps”,
“Hé¢ thong Qudn 1y Doanh nghiép / Corporate Management System” (CMS) va
“KPI - Thuéc do muc tiéu trong yéu’, PACE con trién khai cdc dy 4n tu vén tuong ung la
du 4n TU VAN vé “Bdn do chién ligc / Strategy Maps”, “Hé¢ thong Qudn ly Doanh nghiép
/ Corporate Management System” (CMS) va “KPI - Thudc do muc tiéu trong yéu” dé
mang lai Giai phap tong thé cho viéc “xdy dung hé thong quan ly caa doanh nghiép”.

A
SACH

Ban D6 Chién Lugc
Strategy Maps

Gidi Phap Giai Phap
STRATREGY -r
MAPS Pl
BAN 00 CHIEN LUGE A e
R W o
PAO TAO LAY DAO TAO

Ban D4 Chién Lugc Ban D4 Chién Lugc
Strategy Maps Strategy Maps KP I

SACH
Thiét k& T6 chiic
Organizational Design

Gidi Phap

C

Corporate Management System
Hé Théng Quan Ly Doanh nghiép

)
PAO TAO TU VAN

Hé Thong Quan Ly Doanh nghiép Hé Thong Quan Ly Doanh nghiép
Corporate Management System Corporate Management System

Dé biét thém thong tin chi tiét vé gidi phdp tong thé (bo sdch, dao tao va tu vdn) noi trén, vui long
lién hé vdi PACE Consulting (Mot don vi thanh vién ciia PACE) theo théng tin lién hé & bia cudi.
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Truong Doanh Nhan PACE (goi tat la “Truong PACE”) la “hoc vién quan ly” cdia Viét Nam c¢6
uy tin quéc té, mot ngdi trudng dac biét clia doanh gidi Viét Nam, noi ngay ngay chia sé
va lan téa “Tinh thadn mdi, con ngudi mdi cho nén kinh thuong mdi”.

V&i ton chi “Thuc Hoc vi Doanh Tri” ngay tur ngay thanh lap, PACE da tu dat Ién vai minh s& ménh:
“GAp phan dinh hinh mgt nén kinh thuong mdi tai Vit Nam thong qua viéc phdt trién ndng luc ldnh dao,
ndng luc chuyén mén, ndng luc van héa va ndng luc canh tranh cho cdc cd nhdn, to chirc va cong dong”.
Theo d6, Truong PACE da va dang no luc trién khai cac hoat déng trong 5 mang chinh la: (1)
Dao tao Doanh nghiép; (2) Tu’ vdn Quadn ly; (3) Xudt bdn sdch; (4) Nghién ctru Kinh té & Qudn tri;
va (5) Hoi thdo & Héi nghi; Dong thai cling khai lap va quan ly mét s6 du’ dn gido duc phi loi nhuén
6 y nghia dé c6 thé hién thuc héa sir ménh cdia minh mot cach tong thé, da chiéu va day dd nhat,
cu thé 1a: Chuong trinh Lanh dao Khai phéng IPL, Du dn Khuyén doc Sdch Hay, Gidi thudng Sdch Hay,
Dur dn Sdch cho Trai giam, Sdng kién OpenEdu.

Cho dén nay, sau gan 20 nam hoat dong, Trudng PACE da va dang trién khai hon 110 chuong trinh
dao tao vgi hang ngan khda hoc, cho hon hang tram ngan doanh nhan va giam doc cla cac tap doan,
cOng ty trong va ngoai nudc, cac can bd lanh dao clia cac co quan quan ly nha nudc, cling nhu
lanh dao cla céc té chirc/hiép hoi phi chinh phti dang hoat déng tai Viét Nam.

DOl TAC TOAN CAU CUA PACE

SR M}

SOCIETY FOR HUMAN
RESOURCE MANAGEMENT

{j} FranklinCovey

THE ULTIMATE COMPETITIVE ADVANTAGE

SHRM la t6 chtic I6n nhat va c6 anh hudng nhat thé gidi
danh cho nhiing ngudi lam nghé quan tri nhan su. PACE la
d6i tac doc quyén clia SHRM dé trién khai cac chuong trinh
dao tao quan tri nhan su ddng cap thé gidi cia SHRM tai VN.

FranklinCovey la t6 chiic toan cau chuyén sau vé phat trién
lanh dao, nang cao hiéu qua va kién tao van héa.
FranklinCovey Viét Nam (mét don vi thanh vién ctia PACE) la
dai dién doc quyén cua FranklinCovey tai Viét Nam.

Ly
i
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\/ Search Inside Yourself
C (I)alvl\1PcAl\1;\ﬂl|'§ S ) NTiTOTE — Leadership Institute

Strategy Management Group

THE

Ken

Ken Blanchard (KB) la t6 chiic dan dau thé
gidi chuyén sau vé“lanh dao tinh huéng’.
PACE la d6i téc dac quyén dé trién khai
cac chuang trinh dao tao néi tiéng thé giéi
Vvé lanh dao tinh huéng va céc giai phap
dao tao dang cap khac ctia KB tai Viét Nam.

Balanced Scorecard va KPI la“cong nghé”
quan tri chién lugc hitu hiéu bac nhat
hién nay. Balanced Scorecard Viét Nam
(mo6t don vi thanh vién cta PACE) la
dai dién doc quyén cua Balanced
Scorecard Institute Hoa Ky tai Viét Nam.

SIYLI 13 t6 chuic tién phong va dan dau
thé gidi trong viéc xem “mindfulness”
la mot khoa hoc va dung “mindfulness”
dé phat trién lanh dao. Mindful Leadership
Viét Nam (mot don vi thanh vién ctia PACE)
[a d6i tac t6 chiic doc nhat cGia SIYLI tai VN.




“Chi c6 hoc thuc, mdi cé thé lam thuc;
chi c¢é lam thuic, méi c6 thé song thuic;
Tat cd, bat ddu toe THUC HOC”

- Truong PACE -
Tru s& chinh: Toa nha PACE VP Ha Noi: International Center (Lau 2) contact@PACE.edu.vn
341 Nguyén Trdi, Quan 1, TP.HCM 17 Ngb Quyén, Quan Hoan Kiém, Ha Noi daotao@PACE.edu.vn

bién thoai: (028) 3837.0208 bién thoai: (024) 3646.2828 ® www.PACE.edu.vn



