Qudn tri hoc Pai cuong Chutong I: Khdi niém vé qudn tri

PHAN I: DAI CUONG VE QUAN TRI

Chuong I
KHAI NIEM VE QUAN TRI

1. QUAN TRI (MANAGEMENT) LA Gi?
1.1. Dinh nghia

_ Quan tri la nhiing hoat dong can thiét phai dugc thuc hién
khi con ngudi ph8i hgp 1am viéc vdi nhau trong cac t6 chuc
nhdm dat dugc nhiing muc tiéu chung. (Nguyén T. Lién Diép,
Quan tri hoc, 1995)

_ Quan tri 1a qua trinh lam viéc v4i con ngudi va cac ngudn
luc khdc nhdm dat dudc muc tiéu cla t6 chiic mdt cach co
hiéu qua (effectively) va hiéu nang (efficiently). (Bateman &
Snell, Management, 1999)

_ Tém lai, Quan tri 1a hoat dong can thiét phai dugc thuc hién
khi con ngudi phéi hgp lam viéc véi nhau trong t8 chiic nham
dat dugc nhiing muc tiéu chung.
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g
= CO hiéu qua: dat dugc muc tiéu;

= CO hiéu nang: dat dén muc tiéu vdi lugng hao tén cac
nguodn luc la nhé nhat;

L, Trong thuat ngi tiéng Viét thudng dung vé quan ly:

HIEU NANG dudc goi la HIEU QUA CAO

1.2. Hiéu qua (cao) ky vong clia quan tri

_ Hiéu qué cao khi: Chi phi/Pduvao < Két qua/Pau ra

(Inputs) (Outputs)

_ Hoat déng quén tri c6 hiéu qua cao khi so sanh:

@ / PAU RA
Giam oLl Gilt nguyén
Gilf nguyén 071 Tang

w | Tang

_ M8 rong: Chudi gia tri ciia mot céng ty (Value chain)
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_ Theo céch nhin nhan chung clia cac nha quan ly trong thuc
té (Management by common sense), lam quén ly la phai dap
ling dugc céac yéu cau:

= Hoach dinh cho tuong lai cia doanh nghiép;

= Thich nghi doanh nghiép véi méi trudng kinh doanh vén cé
nhiéu bién déng;

= Nhdn biét nhing gi ma nhén vién cho la cé gid tri va can
cu trén doé dé tudng thudng cho nhiing thanh tich cua ho.

Qudn tri bing truc quan = Qudn tri bang kinh nghiém = Qudn tri bang khoa hoc

=>» Quan tri la khoa hoc hay nghé thuat ?

= Kinh t& hoc = Truc quan

= Xa hoi hoc = Longtin

= Triét hoc = Sy anh hudng
/

= Tam ly hoc = Cam tinh

= Luat hoc = Uy tin

= Thong ké, ® = Nhay cdm

= Toan hoc, logics = Linh hoat

= Tin hoc, v.v.. = Sangtao, v.v..
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2. CAC CHUC NANG CUA CONG TAC QUAN TRI

Cé 4 chuc nang chinh:

= Chi rd muc tiéu cla t6 chuc
= Thiét 1ap chién ludc dé dat dugc muc tiéu

= Phat trién cac k& hoach hanh déng phu hgp
dé thuc thi chién lugc

- Xac dinh nhiing nhiém vu phai lam va cach

phéi_hdp cdc _ngqudn luc (nhan luc, tai luc,
théng tin, co s& vat chat,..) dé thuc hién cac
nhiém vu do;

= Ajsé thuc hién? Aibao cao cho ai?

= Quyét dinh dugc dua ra khi nao? O dau?

LANH PAO/

DIEUKHIEN £ péng vién, hudng dan cap dusi

= Chon cach truyén théng c6 hiéu qua
= Gidi quyét xung dét

- Theo dbi, gidm sat cac hoat dong (tié€n do)

= S0 sdnh két qué thuc hién véi muc tiéu dé
ra dé c6 bién phap sla chda hay hiéu chinh
thich hgp va kip thai.

MUC TIEU CUA NHOM / TO CHUC
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3. NHA QUAN TRI VA VAI TRO TRONG TO CHUC
3.1. Nha quan tri

La ngudi thuc hién cac chiic ndng quan tri dé dat dugc muc
tiéu clla nhém/té chuc théng qua diéu khién céng viéc cla cap
dudi (tuc la ngudi thua hanh).

3.2. Ngudi thua hanh

La ngudi truc ti€p lam moét céng viéc/nhiém vu cu thé dugc
cdp trén giao. NgudGi thtia hanh thudn tuy: khéng cé trach
nhiém giam sat cong viéc clia ngudi khac.

3.3. Cac cap bac quan tri thudng thay trong mét t6 chuc

_ TO CHUC (organization) 1a mét tap hdp cac ca nhan cé
nhiing dac diém sau:

= C6 muc tiéu chung chuyén biét cho té chtic;

= CO su sap xép quyén han, nhiém vu, chtic danh (vj tri)
mot cach co trat tu va hé thong;

_ Nha quan tri cdp cao (top manager): chiém ty & it nhat
= J vi tri quan ly cao nhat;

= Nhiém vu: xay dung chién lugc kinh doanh va phat
trién cla cong ty, chiu trdch nhiém vé cac thanh quéa
sau cung cla cOng ty, déng vai tro dai dién phap ly cho
cong ty (phap nhan) déi véi bén ngoai;

= Chudc vu: thanh vién hdi dong quan tri, thanh vién cla
ban giam déc..

= Lam quen vdi cac chuc danh: CEO, COOQO, CIO, MD, GM..
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_ Nha quan tri cap trung/gida (middle manager):

= 3 cac cédp quan ly trung gian (gitia cap cao va cép co
s0);

= Nhiém vu: |ap cac ké hoach va chinh sach theo chi dao
chién lugc clia quan ly cap cao, via la quan ly cdp trén
déi vGi cac quan tri vién cap cd sd, via truc tiép diéu
khién cac nhan vién khac;

= Chuc vu: trudng phong/ban, ca hang trudng, quan doc
phan xudng cé nhiéu t6/d6i dudi quyén, v.v..

_ Nha quan tri cap co sd (line manager): chiém ty 1& nhiéu
nhat

= 3 cép bac cudi cung trong hé théng quan Iy & cong ty;

= Nhiém vu: huéng dan, déc thuc, diéu hanh, kiém tra,
cung tham gia vGi ngudi thtia hanh trong cac céng viéc
thudng ngay G xudng san xuat;

= Chuc vu: déc cong, t8 truédng, chuyén trudng, giam sat
(supervisor), quan doc & phan xudng khong phan chia
cap quéan ly nhé haon, v.v..

= Lam quen Vdi cac chuc danh: Supervisor, line leader, line
monitor, operator ..
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_ Céc cap bac trong té chic:

|Trufrng/phﬂ \
hd phén Ién

|

A

A

Quén ddc, td trudng,
giam sat vién, v.v...

Quén Iy cép cao
= Quyét dinh
chién luoc

Quan Iy cép trung
= Quyét dinh
chién thuat

Quén ly diéu hanh
cdp co sG = Quyét
dinh tac nghiép

Nhan vién/cong nhan

Vv

Cap thia hanh
= Thuc hién

Chu thich:

N quyét dinh

— Lién hé thong tin tir dudi 1én (bdo cdo, dé xuat, ...)

— Lién hé thong tin tir trén xudng (yéu cau, chi dao, ...)

Hinh 1.2: Cac cap bac quan tri/quan ly trong mét té chic, va maoi
lién hé théng tin ndi b thong thudng.
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3.4. Vai tro cha nha quan tri trong viéc thuc hién muc tiéu
cua té chic

Vai tro giao tiép, quan hé vdi con ngudi
» Tugng trung, dai dién
= Lanh dao, thu linh

= Lién két

Vai tro théng tin
= Giam sat: thu thap, theo doi va xui ly théng tin;
= Phé bién: phan phéi, truyén dat thong tin;

= Phat ngbn: cung cap thong tin cho bén ngoai;

Vai tro ra quyét dinh
= Khdéi xuéng, sang tao
= Piéu khién, ch( tri ;
= Phan b8 cac nguédn lyc;
= Thuadng thuyét, gidi quyét xung dot;

=> Vai trd quan trong nhat cia doanh nhan (entrepreneurship)
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4. CAC KY NANG CUA NHA QUAN TRI

4.1. Nhém ky nang ky thuat / chuyén mén nghiép vu
(Technical skills)

_ Kh& nang thuc hién mot cong viéc cu thé = Trinh do
chuyén mon nghiép vu.

4.2. Nhédm ky nang tu duy / nhan thudc (Conceptual skills)

_ Kh& nang ndm bat thong tin, hiéu dugc muc dd phuc tap cla
mdi trudng, suy luan logic, tu duy hé théng, sang tao dé gidm
thi€u sy phtic tap cla coéng viéc va tang sy chd déng cla
ngudi ra quyét dinh = Ky nang khé hinh thanh va trau doi
nhat.

4.3. Nhom ky nang nhan sy (Human/Interpersonal skills)

_ Kha nang cung lam viéc, cdm nhan, déng vién, diéu khién
cap dudi, hgp tac véi dong nghiép va cép trén = Tuong tac.

_ Kha nang Iang nghe, truyén dat, phan hoéi =& Giao tiép.
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4.4. Yéu cau vé ky nang quan tri déi vGi cac cap quan tri

khac nhau
Hoach dinh Hoach dinh Hoach dinh
To chuc )
T6 chuc
T chiic

Diéu khién

biéu khién

Piéu khién

Kiém tra

Kiém tra

Kiém tra

Céap co sé

Cap trung

Cap cao

Hinh 1.3: Thuc thi bén chiic nidng clia cac cap quan tri

Ky nang chuyén
mon

R
Ky nang
nhan su

I

Ky nang tu duy

Ky nang chuyén mén
]
Ky ndng
nhan su

.
Ky nang tu duy

Ky nang chuyén mén

Ky nang
nhan su

.
Ky ndng tu duy

Cap co sé

Cap trung

Cap cao

Hinh 1.4: Yéu cau ky nang ddi véi cac cap quan tri
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5. RA QUYET DINH TRONG QUAN TR

5.1. Cac kiéu ra quyét dinh

_ Ra quyét dinh ca nhan = Tap trung

_ Ra quyét dinh tap thé/nhém = Dan chl

Théo luan: Quyét dinh nhom (ddn chd) so vdi quyét dinh ca
nhan (tdp trung): kiéu nao cé hiéu qud hon?

Ra quyét dinh c4a nhan

Ngudi ra quyét dinh dong thdgi cling chiu trach nhiém vé quyét
dinh dé, mac du qua trinh ra quyét dinh van cé thé bi anh
hudng bdi cac yéu td moi trudng.

2 Thé hién phong céach lanh dao clla nha quan tri d6 (sé
dugc dé cap trong chuong vé Céng tac diéu khién/lanh dao).

Céac yéu té6 anh hudng dén hiéu qua cta quyét dinh nhém
= Nang luc: cla ngudi lanh dao
clia cac thanh vién

= Sy hoa hgp nhém: tudi tac, chuyén mén, dia vi, tdm nhin,
gidi tinh..

= Kich thudc nhém

= P& tang hiéu qua cla quyét dinh nhém:
o Kich thuéc nhdm?

« Kién thuic cla cac thanh vién trong nhém?
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5.2. Quy trinh ra quyét dinh (RQD)

BUGC 1: XAC PINH VAN DE CAN QUYET DINH
=> Noi dung cla van dé “------
= Muc tiéu can dat

~

|

|

|

|

|

|

7 n” ? ? ol I

BUGC 2: NHAN DANG CAC YEU TO ANH HUONG PEN | !
VIEC RQD “T

= Cac yéu t6 mdi trudng

~

BUGC 3: THU THAP THONG TIN VE CAC YEU TO TREN
= Can cd thong tin gi? Ngudn thong tin & dau?
=» Phudng phap thu thap thong tin? D tin cay?

~

BUGC 4: PHAT HIEN CAC KHA NANG LUA CHON
= D& xuat cac phuong an gidi quyét co thé co

~

BUGC 5: SO SANH & DANH GIA CAC PHUONG AN
= Dinh tinh (uu & nhugc diém, diéu kién kha thi)
=» Dinh lugng (so sanh gitia Igi ich & chi phi)

~

BUGC 6: LUA CHON PHUCONG AN & RA QUYET bINH
= Tiéu chi Iya chon & trong s6 = Tong hgp diém danh gia

~

BUGC 7: TO CHUC THUC HIEN & DANH GIA KIEM TRA
=> Thuc hién & so sanh v6i myc tiéu =» Hiéu chinh can thiét
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5.3. Gidi thiéu mot sé mé hinh va ky thuat ra quyét dinh

Mo hinh Lanh dao — Tham gia

(Vitor Vroom va Philip Yeaton)

Cac mé hinh Néi dung
RQD
M6 hinh Al | Nha quan tri tu ra quyét dinh, khéng can y kién

thudc cap

Mo hinh All

Nha quén tri chi can lay théng tin can thiét tu
nhan vién cap dudi, sau dé ra quyét dinh theo
cach cta minh.

M6 hinh Cl

Nha quan trji trao déi v4i thudc cdp cé lién quan
vé van dé ho dang gap phai; gap gd va tham
khao y kién riéng tiing ngudi; sau dé van tu minh
ra quyét dinh.

M6 hinh CII

Nha quan tri trinh bay van dé véi nhom nhan
vién, thdo luan, tham khdo va chon loc y kién
cla ho. Quyét dinh cudi cung do nha quan tri
thuc hién c6 thé bao gébm hodc khdng bao gém
cac y kién déng gop.

Mo hinh Gl

Nha quan tri trao ddi van dé véi tap thé, nham di
dén quyét dinh tu tap thé. Y kién clia nha quan
tri sé theo da sé cuia tap thé.

Théo luan: Uu va nhuoc diém cua nhém mé hinh Autocratic?
Consultative? Group decision?
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Ky thuat ra quyét dinh nhém

Ky thuat Déc diém

RQ@QD nhom

Tap thé _ Théng bao trudc van dé can thao luan

danh nghia . . . o .
_ Hop tap trung: tung thanh vién trinh bay phuadng
an clla minh
_ Thao luan, phan tich
_ B6 phiéu kin vé diém danh gia cho tling phuadng
an
= Chon phuong an cé diém téng hgp cao nhét

Delphi _ Khéng yéu cau hop tap trung
_ Can mot ngudi tap hgp céac y kién tu xa
(coordinator), téng ké&t, phan hoi dé |ay y kién cd
dong han
_ Céch lay y kién tuong tu theo ky thuat danh
nghia, nhung phai thuc hién nhiéu vong.

bong ndao | _ Tra IGi chdp nhodng, ngay khi y tuéng viia xuat

(Brain- hién trong dau.

storming)

_ Y tudng cang nhiéu va da dang cang tét.
_ Khong phé binh hay danh gia dung sai.

_ Viéc phan tich, lya chon dé ra quyét dinh sé do
m&t nhém chuyén gia téng hop céac y tudng dong
nao nay.
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5.4. Mot s6 van dé thuong gap khi ra quyét dinh quan tri

Q

Q

Q

]

a

Q

]

Q

Q

Q

]

Muc tiéu khong ro rang

Khong nhan dang hét cac kha nang lua chon
Khéng xac dinh rd cac tiéu chuan
Khéng c6 uu tién rd rang

Té liét do sy phan tich

SJ ra quyét dinh sai (d6 ua thich rui ro)
Tam ly cau toan

Qua tin vao kinh nghiém trong qua khu
Anh hudng clia xu huéng trong quéa khu
Ra quyét dinh khi théng tin chua du
Tam nhin (vision) han hep, chl quan

Anh hudng ctia van hoa té chuc

5.5. Nhiing yéu cau déi véi ngudi ra quyét dinh quan tri

Trinh dd hi€u biét (ly thuyét, thuc tién) va ky ndng quéan
tri;

Kinh nghiém

Kh& nang xét doan: thu thap théng tin, phan tich va danh
gia tinh huong;

Oc sang tao;

Kha nang dinh lugng;
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6. Vi SAO CAN HOC QUAN TRI?

= Kién thiic va ky nang quén tri dugc ting dung trong MOI /inh
vuc, 8 cac cdp bdc va pham vi khac nhau ti pham vi nhém
lam viéc (team) dén pham vi t8 chiic (organization) va ca &
pham vi toan xa héi (public);

= Trong su nghiép cla mdi ngudi:

Bi quan 1y

Thuic hién t6t cong
viéc duoc giao

Quan 1y
ngudi khac

Piéu hanh t6t cong viéc
? ? ’ A 7/,
chung cta ca nhém/to chiic

[
[
Kién thic vé

Quén tri

D

THANH QUA
cUA TO cHUC

J

= Quan trj viia la mdt KHOA HOC, viia 1A mdot NGHE THUAT;

= Mén hoc Quan tri Pai cuong cung cép cac kién thiic cc ban
lam NEN TANG cho cac chuyén nganh quan Iy chic ning
trong t8 chiic (nhu quén ly nhdn su, quan ly tai chinh, quén
ly séan xudt, quan ly céng nghé, quan ly tiép thi, v.v...)
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= Thao luéan:

= Cho vi du phan bién vé “quan tri chi thuan
tuy la mét mén khoa hoc” va “quan tri chi
thudn tuy la mét nghé thuat”.

= P& tr6 thanh nha quén tri hién dai va thanh
céng, ban can trau déi kién thic va ky
nang cho minh nhu thé nao?
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Chuong Hi:
SU DHAT TRIEN CUA TU TUONE QUAN TRI

1. BOI CANH LICH SU

_ Cach mang cong nghiép vao thé ky 18: su phan biét gida
chiic ndang cua chi s hdu va chidc ndang cua nha quan tri =»
Nghién cliu chuyén sau hon cho quan tri.

_ Nén céng nghiép dai co khi vao cudi thé ky 19 dau thé ky
20: cdc ky su la ngudi diéu hanh doanh nghiép = Tinh khoa
hoc trong quan tri.

2. NHOM HOC THUYET QUAN TR CO BIEN

2.1. Quan tri c6 khoa hoc:

Nha nghién | Ddng gop Quan diém nén tang
cuu chinh

Frederich W. | “Nhiing nguyén | Quan tri cé khoa hoc (nghién cuu
Taylor (1856- | ly ciia quan tri | thao tac, mé t& cong viéc, huén

1915) c6 khoa hoc luyén tay nghé..) 1a nham tang
(1911) nang sudt céng nhan, tra luong
theo san pham.
Henry L. Hé théng chi Mb ta, hoach dinh va kiém soat
Gantt (1861- |tiéu cong viéc | theo dong chay cong viéc; M&
1919) va hé thong dau cho hinh thic chia Igi nhuén
thudng, biéu d6 | dé dong vién.
Gantt.
Ong ba Nghién ctu thao | Cai tién cong viéc theo hudng cé
Gilbreth tac dé caitién | quan tdm dén khia canh nhan
cong viéc. ban trong quan tri.
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Chutong 1I: Su phdt trién ciia tw tudng qudn tri

2.2. Quan tri hanh chinh (téng quat)

Nha nghién | Pong gop chinh Quan diém nén tang
cuu
Henry Fayol| “Quan tri céng|Quan diém chic nang trong
(1841-1925) | nghigp téng quat”|quan tri: 6 chic nang hoat
(1949) v6i 14 |dong trong doanh nghiép (ky
nguyén tic quan |thuat, thuong mai, tai chinh,
tri. an ninh, ké toan thong ké, va

quan tri); 4 chlic nang quan
tri (hoach dinh, t6 chuc, diéu
khién, va kiém tra)

Max Weber M6 hinh héa t6|Qudn tri phai tach r&i sé hiiu,
(1864 — | chuc: dang chop va | phan cbéng nhiém vu ro rang,
1920) dua ra hé théng|muc tiéu phan biét, hé thong
“gquan liéu” | quyén hanh co trat tu thd béac
(bureaucracy) dé | (mechanic).
quan ly hanh chinh
cla t6 chic.
Chester “Cdc chic nang|Su ton tai cla mot t6 chic
Barnard cla nguoi lanh dao’ | dua trén 3 yéu t6 c&n ban (su

(1886-1961)

(1938): ly thuyét vé
sy cha@p nhan
quyén hanh, vé
“con ngudi kinh té”
va “con ngudi hanh
chinh”.

sédn sang hgp tac, cé6 muc
tieu chung, va cdé su théng
dat) & md dau cho trudng
phai quan tri hé théng sau
nay.

Théo luan: Hay so sanh hé théng “bureaucracy” cia Weber va Hé
théng “documentation” ctia 1SO9001:2000.
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3. NHOM HOC THUYET TAM LY XA HOI VA HANH VI (TAC
PHONG)

Ly thuyét tam ly xa hoéi (Socialism):
nang suat lao dong tuy thudc vao cac
yéu t0 tdm ly va xa hoi cla cong
nhan.

Ly thuyét hanh vi/tac phong
(behaviourism): Quan tri la hoan
thanh cdng viéc thdbng qua con nguadi.

=> Lam cd sG nén tang cho cac khai niém mdi sau nay vé: van
hoéa doanh nghiép, phong cach lanh dao, quan hé nhan su, cac
ly thuyét déng vién, v.v...

=> Han ché&: qua chu trong yéu toé con ngudi va thay thé yéu to
kinh t€, van nghién cuu trong mot hé théng dong.
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Nha nghién
cuu

Dong gop chinh

Quan diém nén tang

Hugo
Munsterberg
(1863 -
1916)

Dua trac nghiém tam ly
vao khau tuyén chon
nhan vién.

Nidng sudt sé& cao hon
néu cong viéc dudc
nghién cuu, phan tich chu
dao, hgp ky nang cing
nhu hgp véi dac diém tam
ly clla ngudi lao dong.

Mary Parker
Follet (1868-
1933)

Khéi dau vé su chédp
nhdn quyén hanh, su
quan tam dén viéc hdi
nhdp cla cdc thanh
vién trong doanh
nghiép.

Quan tri la mot dong chay
lién tuc va nang déng =>
Do su tuong tac gila
nhiing con ngudi tao nén.

Elton Mayo
(1880-1949)

Hiéu ung Hawthorne:
yéu to tinh than cé anh
hudng manh dén nang
suat lao dong.

“Trudng phai quan hé con
ngudi” (human relations)
lam déi trong véi “Trudng
phai quan tri khoa hoc”
cua Taylor.

Douglas Mc
Gregor
(1906-1964)

“Khia canh con ngudi
cua t6 chiic kinh doanh”
(1960): ly thuyét lac
quan vé ban chat con
ngudi (goi la “thuyét Y”)

Lam déi trong véi cac ly
thuyé&t c6 dién con phién
dién vé ban chat con
ngudi (goi la “thuyét X”).

Abraham
Maslow
(1908 -
1970)

Ly thuyét 5 cdp nhu
cau cla con ngudi lam
co s& cho cac ly thuyét
doéng vién sau nay.

Nhu cau con ngudi thay
déi tidng dan tu thap dén
cao, &nh huéng dén dong
co lam viéc = Nang suat.
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Qudn tri hoc Pai cuong Chutong I1: Su phdt trién ciia tu tuéng qudn tri

4. TRUONG PHAI DINH LUGNG TRONG QUAN TRI
Quan tri la ra quyét dinh.
Phuong phap khoa hoc trong gidi quyét van dé quan tri:

= Cach tiép cdn: “Logics hé théng”, “Van tru hoc”, “Quy

7

nap”...

= Céng cu: cac md hinh toan hoc, thdng ké hoc, dinh lugng
hoa cac yéu t6, may tinh dién tl 1am cong cu ho trg, v.v..
dé tim ra cac quyét dinh t6i uu = Khoa hoc quan tri
(Management Science).

Su lya chon dua trén tiéu chuan kinh té: véi cac tiéu chi c6
thé luong héa dudc nhu chi phi, doanh thu, Igi nhuéan, ty 1&
hoac thdi gian hoan vén, diém hoa vén (Kinh té ky thuat —
Economic engineering)..

= Han ché: Quan tam dén céac yéu t6 kinh té
va ky thuat hon la tam ly xa hoi, tim kiém
quyét dinh t6i uu trong mét hé théng dong =
phtic tap nén khé phé bién, khé kha thi néu
khéng dugc phdi hgp véi cac phuong phap
quan tri khac.
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Qudn tri hoc Pai cuong Chutong I1: Su phdt trién ciia tu tuéng qudn tri

5. TRUONG PHAI HOI NHAP TRONG QUAN TRI HIEN PAI
5.1. Tiép can theo qua trinh (Process approach)

Chudi gia tri ciia doanh nghiép:

AU V2 DAU RA
bAU VAO z @
\ CHUYEN DOl 2 2 .
(Cac ngudn lyc) | = —> | (Sanpham co
gia tri gia tang)

Quan ly la mét qua trinh:

HOACH TA LANH KIEM
PINH — CHUC — PAO — TRA

A

Phan hoi

5.2. Tiép can theo hé théng (System approach)

Ly thuyét hé théng: mot t6 chic la mot tap hop cac yéu
t6 c6 quan hé tucng hé véi nhau, va ban than ciing la mot yéu
t6 c6 quan hé tudng hd vai cac t6 chiic khac trong méi trudng
bén ngoai clia no.

= Khai niém vé hé théng mad (open system)

5.3. Tiép can theo tinh huéng / yéu t6 ngau nhién
(Contingency approach)

NEUCO | X »THISECO | Y
fcon tay 6. . .

Z
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Qudn tri hoc Pai cuong Chutong I1: Su phdt trién ciia tu tuéng qudn tri

6. XU HUGNG MGI TRONG QUAN TRI VA DAO BUC QUAN TRI

6.1. Nhiing xu huéng cua quan tri hién dai

Ho&i nhap (Integration);
Phat trién bén viing (Sustainable development);
Khach hang la trong tam (Customer orientation);

Trach nhiém xa hoi (Social responsibility): bdo vé moi
trudng, quan hé cdng dong, quan hé lao doéng;

Quan ly dién t&f (e-management), hé théng thong tin quan
tri (Management information system);

Thué ngoai (Outsourcing, off-shoring)
Quén ly d&i mdi va su sang tao (Change management).

Céc triét ly va hé théng quan tri hién dai: ly thuyét Z,
Kaizen, 5S, Kanban, TQM, 7S, Balanced scorecard, 6-
Sigma, Value-based management, P-S-P (Hinh 2.1) v.v..

Hinh 2.1: Quan tri tinh huéng hién dai P-S-P
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Qudn tri hoc Pai cuong

Chutong 1I: Su phdt trién ciia tw tudng qudn tri

6.2. Pao duc quan tri (Managerial ethics)

(Stephen P. Robbins & Mary Coulter, 1999)

Céc quan diém vé Pao duc quan tri

Quan diém Ly luan
Quan diém vi Igi|Cac quyét dinh dudc dua ra duy nhat
(Utilitarian view)=> [ chi dya trén cac yéu t6 dau ra sao

Ung dung dinh lugng
dé ra cac quyét dinh
dao duec.

cho dem lai t6ng Igi ich t6i da cho da
sO ngudi cé lién quan.

Quan diém  nhan
quyén (Rights view) =
Can cU vao cac quyén
cd ban clua mot ca
nhan.

Céac quyét dinh phai bao dam ton
trong cac quyén co ban clia ca nhan
nhu: quyén riéng tu (privacy), tu do
ngébn luadn (free speech), ty do tin
ngudng (freedom of conscience)...

Quan diém céng ly
(theory of justice view)
= Can cu trén co sé
cdng bang.

Céac quyét dinh phai bdo dam moi
ngudi cé lién quan phai dugc hudng
thu va chia sé rii ro hay bat Igi nhu
nhau.

Quan diém theo thuyét
hgp dong xa hoi théng
nhat = K&t hgp nhiing
quan niém “chuln tac”
(normative) va “thuc
tién” (empirical).

Cac quyét dinh phai dap Ung nhiing
chudn muc dao dic cla quéc gia,
nganh céng nghiép, va cac doanh
nghiép trong cung hoan canh truédc
khi dap Ung cac muc tiéu va rang
budc thuc té€ cla ban than doanh
nghiép va nha quan tri.

Théo luan: M6t quyét dinh quan tri tudn tha dung phdp luét thi
co dugc xem la cd dao duc khéng?
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Qudn tri hoc Pai cuong Chutong I1: Su phdt trién ciia tu tuéng qudn tri

Su cén bang vé Igi ich

= Gilia doanh nghiép va xa hoi

= Gilia ngan han va dai han

= Gilta cac nhom (Vi du: ngudi lam thué va cht sé hiiu)
= Gilia c4 nhan va tap thé

Hé théng qui tic dao diuc cia mét t6 chuc (An
organization’s code of ethics)

Dao dirc xa hgi (Societal ethics):
Nhiing gié tri va tigu chudn dugc
néu hodc ngdm hiéu trong céc luat,
|, t&p quan, qui pham hanh dong..
cla xa hoi

Co sd hl:nh thanh nén
aul TAc PAO pUC

/ CUA MOT TO CHUC \

Dao diic nghé nghiép
(Professional ethics): Nhiing
gia tri va tiéu chudn ma méi
nhém nghé nghiép (lam quan
ly hay lam cbng nhan..) da
quyét dinh hanh xi nhu vay
la hop Y.

Dao dirc ca nhan (Professional
ethics): Nhiing gia tri va tiéu
chun riéng clia mdi ca nhan,

chiu anh hudng tir gia dinh, ban
be, dong nghiép, va nhiing

nhom dinh ché& x3 hoi ma cé
nhan do tham gia.

Hinh 2.2: Co s& hinh thanh cac qui tic dao dic cia moét t6
chuic (Nguén: Jones et al., Contemporary Management, 2000)
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Qudn tri hoc Pai cuong Chutong I1: Su phdt trién ciia tu tuéng qudn tri

= Thio luan:

= D&c thu cla tu tudng quén tri & chdu A

= Xu hudng quan tri doanh nghiép & Viét Nam

= Pao duc va Trach nhiém xa héi cia doanh nghiép

(Daft & Marcic, 1998)

.

Trach nhiém
nhan vian
(tu nguyén)

/ Trdch nhiém dao dic \

Trach nhiém phép ly

Q-

Tr4ach nhiém kinh t&
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Qudn tri hoc Pai cuong Chutong 3: Méi truong kinh doanh & Vin héa ciia t6 chitc

Chucdng 3:

MOI TRUCONG KINH DOANH VA
VAN HOA CUA TO cHUC

1. MOl TRUONG TAC DPONG DEN CONG TAC QUAN TRI
1.1 Khai niém

_ Cach tiép cdn hé théng déi vsi méi trudng kinh doanh: céng
tdc quan tri trong doanh nghiép chiu &nh hudng clia cad moi
truéng bén ngoai va mdi trudéng bén trong doanh nghiép.

_ Méi truéng cda doanh nghiép: lién quan dén nhiing thé ché
hay luc lugng ti bé&n ngoai hodc bén trong t6 chic da anh
hudng dén viéc ra quyét dinh va két qua hoat doéng cla t6
chuc.

_ Moéi truong bén ngoai: moi trudéng vi mo
(macro) hay con goi 1a méi trudng téng
quat (general environment), va mai trudng
vi mdé (micro) hay con goi la mdi truéng tac
nghiép (task environment).

_ Méi truéng bén trong: cac ngudn luyc (resources) va van
hoéa t6 chiic (organizational culture).
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Qudn tri hoc Pai cuong

Chutong 3: Méi truong kinh doanh & Vin héa ciia t6 chitc

1.2 Phan loai

MOI TRUONG VI MO

MOI TRUONG
TONG QUAT (BEN i
NGOAI) Ty nhién
/,/ \\ Cd s6 ha
R ’ MOI TRUONG VIMO™~ _ ting
,/ Khadch (TAC NGHIEP) N
’  hang ps&;
. ~ Ol
Kinht¢ /) TN\
1 — 05 — thu
v - .| MOITRUONG NQI A
Doi thu tiem

BO (BEN TRONG)

Sdn phdm ,
~ A \ A

Xa hoi . Nha cung thay thé ) ,/
S cdp o Chinh tri —

- Phap luat

-
o ——

Cong nghé — K¥ thuit

Hinh 3-1: Phan loai mdi truéng déi véi doanh nghiép
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Qudn tri hoc Pai cuong

Chutong 3: Méi truong kinh doanh & Vin héa ciia t6 chitc

2. MOI TRUGNG BEN NGOAI (EXTERNAL ENVIRONMENT)

Méi truong bén ngoai bao gom moi trudng vi md va moi
truéng vi moé (con goi la mdi truéng dac thu hay la tac nghiép)

MOI TRUGNG VI MO

MO TA

Tu nhién — Co sé

Moi trudng sinh thai (vd: 6 nhiém), khi hau,

ha tang hé thong dién, hé thong cap & thoat nudc,

(Infrastructure) dudng xa, mang ludi thong tin lién lac, hé
thong dich vu cbng ich, v.v..

Kinh t& Chu ky kinh t€, mic do dau tu, lam phat,

(Economic) GNP/GDP, ty gia héi doai, lai suat, gia ca,

thu nhéap, suc tiéu thu, thué, v.v..

Céng nghé — Ky
thuat
(Technological)

Vong d&i cdng nghé/san pham, céng nghé
thdng tin, ty déng hda, sinh hoc héda, va
cac ky thuat nang cao nang suat, nghién
cliu va phat trién (R&D), v.v..

Van héa — Xa hoi
& Nhan kh4u
(Sociocultural &
Demographic)

Dan so0, tang I6p, phong tuc tap quan, ton
gidao, hé théng gido duc & dao tao, hon
nhan & gia dinh, quan niém/dao duc kinh
doanh, cG cau thi trudng lao dong, vai tro
clia n{i lao ddng, moi truéng da van hda..

Chinh tri & Phap
luat (Political &
Legal)

Gn dinh chinh tri, hé théng phap luat hién
hanh, cach lam viéc cla chinh quyén dia
phucong (luat I1é), v.v..

Poan thé, Iuc
lugng khac

Sy hd trg cla cac hiép hdi hay lién minh
trong nganh, hiép hdi ngudi tiéu dung, hoi
phu n{i, cac t6 chic tén gido, co quan
truyén thong, t6 chuc tu thién, v.v..
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Qudn tri hoc Pai cuong

Chutong 3: Méi truong kinh doanh & Vin héa ciia t6 chitc

MOI TRUONG VI MO

MO TA

Nha cung cap
(suppliers)

Céc t6 chiic cung cdp céac loai ngudn luc
cho doanh nghiép: nguyén vat liéu, may
moc, cong nghé, von, lao dong, thong tin,
v.v.. = Ap luc: ép gid ban, chat lugng, cac
diéu khoan thanh toan, lay hang ..

Khach hang
(customers)

Cac ca nhan va té chic mua hang cla
doanh nghiép: ngudi tiéu dung (B2C), t6
chtic khac (B2B), co quan chinh phu (B2A)
= Ap luc: ép gia mua, cac diéu khodn
thanh toan, chat lugng, khuyén mai, giao
hang, hau mai ..

Déi thd canh
tranh (rivals/
competitors)

Chu yéu va thu yéu, tryc ti€p va gian tiép,
trudc mat va lau dai, trong nuéc va ngoai
nudc.. = Ap luc: thi phan, Igi nhuan, uy tin,
marketing, nguén nhén lyc (head-hunting),
quan hé cong dong (PR) ..

Daéi tha tiém dn
(potential
competitors)

Khac nganh nhung dang sé hiiu hoac tich
Iy mot s& nguén luc cé thé gitp nhay vao
thi trudng clia doanh nghiép trong tuong lai
=> Ap luc: cdi tién cdng nghé, cai tién san
ph&m, thi trudng v.v..

Sén pham thay
thé (substitutes)

Co6 thé thay thé cho chlng loai s&n pham
ma doanh nghiép dang cung cap = Ap luc:
phai dap Gng nhu cau vé s6 lugng (sy san
c0), gia ca, chat lugng, dac tinh v.v..

Khac

Céac nha moéi gidi, tu van trong nganh; Cac
gi6i chiic hodc doan thé c6 quan hé truc
ti€p (sd, hiép hoi, cau lac bo ..), v.v..
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Qudn tri hoc Pai cuong Chutong 3: Méi truong kinh doanh & Vin héa ciia t6 chitc

Mét sé xu huéng trong méi truéng kinh doanh céan dugc
luuy

a. Xu huéng xéa md dan ranh gidi giGa cdac nganh céng
nghiép (unboundering)

Céc ap luc canh tranh dugc phan tich & trén chd yéu hoat
doéng trong mdt nganh céng nghiép cu thé clia doanh nghiép
(Micheal Porter, M6 hinh 5 /\p luc Canh tranh — Five Forces).
Tuy nhién, cac doanh nghiép ngay nay dang hoat déng cung
lic trong nhiéu nganh céng nghiép, va xuat hién su két hgp
cua nhiéu nganh déc l4p truéc day khién cho ranh giGi phan
biét gilla cac nganh céng nghiép (industrial bounderies) dang
bi x6a md dan.

b. Xu hudng héi nhdp (integration) & toan cau hoa
(globalization)

\f APEC WTO
ASEA

Khong chi canh tranh giiia cdc nude ma canh tranh giiia cdc khu vic
Hop tdc song phuong va da phuong.
e Quan ly nhan sy da van héa trong cong ty
e Lam viéc véi doi tac khac van hoa

e Ti€p can khach hang khac van hda
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Qudn tri hoc Pai cuong Chutong 3: Méi truong kinh doanh & Vin héa ciia t6 chitc

3. MOI TRUONG BEN TRONG (NOQI BQ)
3.1. Pic diém cac nguén luc

Q Nhén luc: s6 lugng (PG? Dbi du? Thiéu?), ¢ cdu, dac diém
nhan kh&u, trinh dd, nang luc, tinh chuyén nghiép, ty &
vang mat hay bd viéc, muc séng (t thu nhap) ..

Q Tai luc: khd nang dau tu, quay dong von, sinh I3i, kha nang
huy ddng vén, kha nang kiém soat chi phi va phan b8 ngéan
sach, quan hé tai chinh trong néi bé doanh nghiép hoac vdi
cac doanh nghiép khac ..

Q Va4t luc: vi tri va qui mo nha xudng, kho bai, xe cd, may mac,
trang thiét bi, tién ich khac (tién nghi, an toan lao dong, co
sG y té, can tin ..)

Q Tri luc: Khd nang sang tao, ddi mdi, nghién clu va phat
trién (R&D), kha nang ti€p thu cai mdi, cai tién lién tuc ..

3.2. Quan hé quyén hanh va van héa t6 chic

Q C4u tric td chdc: sy phan cong lao ddong, phan chia quyén
han, hgp tac nhém..;

Q Van hda té chdc: truyén théng, triét ly, niém tin, bau khoéng
khi 1am viéc, qui uéc ngdm hiéu, qui pham hanh déng, néu
cao tinh than hoc héi cau tién va doan két, long trung thanh,
tinh bao thd, v.v..

3.3. Nhiing gia tri gia tang
Q Hinh anh, thuong hiéu, uy tin;
QO S&n pham, dich vu;

O M6i quan hé véi khach hang, doi tac, nha cung cap..
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Théao luan: Phan tich méi trudng dé lam gi?

MOI TRUGNG BEN NGOAI MOI TRUGNG BEN TRONG

7, 5

Co hoi Nguy co Piém manh Diém yéu

T

{

CHIEN LUQC KINH DOANH
VA CAC CHINH SACH CUA DOANH NGHIEP

Hinh 3-2: Muc tiéu clia phan tich méi truéng

BIET NGUOI BIET TA, TRAM TRAN TRAM THANG!
(Tén Td)
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4. VAN HOA CUA TO CHUC
4.1 Khai niém va dic diém
_ V&n héa cla t6 chiic dugc thé hién qua MUC PO cla bady
dac tinh sau:
= Sy tu quan ca nhan
= Cd ché& (ra quyét dinh, kiém soét..)
» Hé trg IAn nhau
= Pong nhat hda
= Phan thudng thuc hién
= Su chiu dung/chap nhan nhiing xung dot

= Chap nhan nhiing may rii

_ Van héa manh: khi nhiing gia tri then chét dudc gil viing,
rat khé lay chuyén, va dudc chia sé réng rai trong doanh
nghiép.

— = Uu diém: Xay dung long trung thanh cao déi véi
doanh nghiép, bau khdng khi lam viéc thuan |gi;

—» = RUi ro: Rat kho thay déi dé c6 thé ung phd vdi
nhiing bién dong clia moi trudng.

[ Dt sEr LOON LLON DONG!
w2 :afusiérauuh M é’ . | , |
LA BEETE ). [ A H ~N 7 A = A 1
L = 93 day moi nguoi déu lam nhu vay!” =
> § Do la van hoa.

4
P
o
ik
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Qudn tri hoc Pai cuong Chutong 3: Méi truong kinh doanh & Vin héa ciia t6 chitc

4.2. Nhiing biéu hién cla van hoéa cla té chic

Qua hinh anh cua té chuc: logo, huy hiéu, ddng phuc, mau
bi€u trung, cau chuyén truyén miéng (lich st hinh thanh
doanh nghiép, ngudi sang lap, nhiing ngudi hung cula
doanh nghiép..), khdu hiéu triét ly (slogan), v.v..

Qua tac phong lam viéc cua nhén vién: thai do, cach xu ly
kho khan, thoi quen, tinh chuyén nghiép trong hanh déng,
V.V..

Qua cach trung bay (lay-outs): van phong lam viéc, xuéng
san xuat, clia hang, v.v..

Qua hoat déng giao tiép: cach xung ho, thuat ngii, diéu
cam ky (taboo), v.v..

Qua cac hoat déng xa héi (bén trong va bén ngoai) cua to
chuc: ngay truyén théng, 1& hoi, cac nghi I& (rituals), hoat
déng tu thién, da ngoai, v.v..

4.3. Cac yéu té hinh thanh van héa doanh nghiép

Quan niém cla ngudi sang lap;
Quan niém kinh doanh ctia ban quan ly;
Hé théng quan ly t6 chic;

Truyén théng clia doanh nghiép: Nhiing cau chuyén truyén
miéng thanh huyén thoai, cac phong trao va ngay ky niém
cla cong ty, v.v..;

Hé théng gia tri, chudn muc, qui pham hanh déng hang
ngay;

MOoi truéng van hoa-xa hoi.
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Qudn tri hoc Pai cuong Chutong 3: Méi truong kinh doanh & Vin héa ciia t6 chitc

4.4. Anh hudng cua van héa doanh nghiép té6i cong tac
quan tri

_ Van héa t6 chuc thé hién méi truéng ndi bé (bén trong) cla
doanh nghiép.

_ Doi véi bén ngoai nhin vao: van héa do con dudc goi la
phong cach doanh nghiép.

_ Van hoa doanh nghiép anh huéng dén moi quyét dinh cla
doanh nghiép ké& ca ddi véi ndi bd 1an bén ngoai.

_ Anh hudng dén céac chiic nang clia quan tri:

Hoach dinh: Mic do may rdi phai ghi vao ké hoach =>
Quyét dinh nhan manh vao tinh dai han hay ttc thdi.

Té chic: Mic do quyén hanh phai giao cho nhiing nha
quan tri cap dudi = Muc do t/ do, muc dd tu gidc thi
hanh cac qui dinh, muc dé tiéu chudn héa.

Diéu khién: Ky thuat déng vién nao dugc lya chon?
Phong cach lanh dao nao dugc ua thich? Théng tin lién
lac dugc luu chuyén nhu thé nao? Cach xU ly cac bat
déng ra sao?

Kiém soat: Nhan vién dudc ty kiém soat cobng viéc cla
minh hay phai dung nhiing phuadng tién kiém soat ti bén
ngoai? = Co coi trong viéc phan hoi cho nhan vién hay
khong?
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=>» Théo luan: BDéi phd vdi nhiing bién dong tud méi trudng

= Xay dung cau truc t8 chiic va cac hé théng kiém soat
(Hinh 3.3)

= Chinh sach uu tién (Porfolio), cé han ngach (Quota)
= Chinh sach du phong, “dung dém” (Buffering)
» Dy bao (Forecasting)

= Hgp dong (Contracting) hgp tac kinh doanh, lién minh
chién lugc (Strategic alliance)

= San sé rli ro: san bang (Leveling), da dang hoa kinh
doanh (Diversification)

= K&t nap & sat nhap (Acquisition & merger), hdi nhap
(Forward/Backward integration)

» Qua trung gian (Media), van dong hanh lang (Lobby)

= Quang cao (Advertising)
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Qudn tri hoc Pai cuong Chutong 3: Méi truong kinh doanh & Vin héa ciia t6 chitc

AP LYC TU KHACH AP Lye T4’ POI THU cANH AP LUC TU NHA CUNG

HANG (CUSTOMERS) TRANH (COMPETITORS) CAP (SUPPLIERS)
dudc déi phd bdi dudc déi phd béi
Bo phan Ban hang Bo phan Tiép thi & S?t"t'l‘ra':wura'_‘ 'IV
va Dich vu (Sales Nghién cifu chién lugc e e”ta S
& Service) (Marketing & Strategic LEMEAEN
Bd phan Nghién B phédn Tai chinh va Ké Bd phan Luat phap
cliu & Phat trién toan (Finance & & Quan hé cdng
(R & D) Accounting) dong (Legal &
N N Public relations)
dugc doi phd bi dugc doi pho béi
N "‘(’%’: A ':, Lye VE NHANG AP LUC VE KINY 2’ ",'5"61: P ;’{f "'{5
G NGHE TE (ECONOMIC FORCES) HINH TRI & PH
(TECHNOLOGICAL LUAT (POLITICAL R
FORCES) LEGAL FORCES)

Hinh 3-3: Cac b6 phan chiic ning trong cau tric té chic
gitp déi phé véi mdi truéng kinh doanh
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Qudn tri hoc Pai cuong Chutong 3: Méi truong kinh doanh & Vin héa ciia t6 chitc

= Théo luan: Thay déi van hda cua té chiic: ¢é kha thi khéng?

Cai thién van héa doanh nghiép (theo Douglas Steward, 1984)

= Xac dinh muc dich cta doanh nghiép mét cach rd rang: “T6
chiic nay tén tai vi muc dich ..” (SG mang — Tam nhin — Muc
tiéu) = “T6i dang lam gi 6 day?”

= Lién tuc nh3c lai muc dich clia doanh nghiép;
= Lanh dao phai phan anh dugc van héa doanh nghiép;

= Khuyén khich va tao diéu kién cho cac thanh vién hoc hoi
khéng ngung;

= Theo do6i hiéu qua hoat dong cla tung ca nhan, ting bd
phan.
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Qudn tri hoc Pai cuong Chuong 4: Cong tdac hoach dinh

PHAN 2: CAC CHUC NANG CUA QUAN TRI

Chuodng 4:
CONG TAC HOACH PINH

PHAN A: NHUNG CGO SG CUA HOACH DPINH

1. KHAI NIEM

1.1. Khai niém vé cdéng tac Hoach dinh (I14p ké hoach)
Hoach dinh la qua trinh:

[ Du bao,

— " Xac dinh muc tiéu,

= P& ra nhiing bién phap t8t nhat cé thé dugc dé dat
. dén muc tiéu do.

—> CHUAN Bl CHO TUGNG LAl

Y nghia — tac dung cta hoach dinh:
= Nhan dién cac cd hbéi kinh doanh trong tucng lai;
= Duy kién va tranh hoac déi phé nhiing nguy cd, khé khan;

= Trién khai kip thdi cac chuang trinh hanh déng.
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Qudn tri hoc Pai cuong

Chuong 4: Cong tdc hoach dinh

= Hudng dan
= Phdi hop

= Kiém tra

= Chu dong déi pho, giam

y bét nhiing bat trac
@% ) AN <
= Giam dugc sy trung lap
chd dagi

1.2. Cac loai hoach dinh

Tiéu chuan

Loai hoach dinh

Theo tinh chat/muc
do

Hoach dinh chién lugc (strategic
planning = Corporate strategy >
Business strategies > Functional
strategies)

Hoach dinh chién thuat (tactics =
Action plans)

Hoach dinh tac nghiép (operations
=» Hands-on programs)

Theo thdi han thuc thi

Hoach dinh dai han

Hoach dinh ngan han

Theo muc do chi tiét,
cu thé

K& hoach xac dinh

K& hoach hudng dan

Theo muc do si dung

K& hoach dung 1 lan (unique)

K& hoach dung nhiéu lan (periodic)
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Qudn tri hoc Pai cuong Chuong 4: Cong tdac hoach dinh

1.3. Quy trinh hoach dinh téng quat
= Nhan thuc cd hoi
= Thiét lap muc tiéu

= Xem xét tién dé dé hoach dinh (loai hoach dinh, rang
budc..)

= Xac dinh cac phuong an c6 thé

= Panh gia va so sanh cac phuong an

= Chon phuong &n dé 1&én ké& hoach cu thé
= Thiét l1ap cac ké hoach phu trg

= Pinh lugng hoa bang ngan séach

1.4. Cac yéu t6 anh huéng dén qua trinh hoach dinh
= Méi truéng (bén ngoai, bén trong)
= Chu ky séng cla san pham

= Piéu kién clha hgp dong: thdi han, diéu kién thuc thi,
diéu kién kiém tra, giao nhan, cac rang budc khac v.v..

= C&p bac t6 chic

GV: Truong T. Lan Anh (Khoa QLCN) 3



Qudn tri hoc Pai cuong

Chuong 4: Cong tdc hoach dinh

Hoach dinh va nhiém vu kinh doanh

_ SU mang/chiic nang (mission), triét ly doanh nghiép =>
Tam nhin (vision) = Dinh hudng chién lugc (goals) = Muc
tiéu chién lugc (long-term objectives) = Chi tiéu bd phan

(Short-term objectives)

%

\D NOI DUNG CHU YEU CUA MOT BROCHURE CUA CONG TY

Muc dich tén tai cla céng ty (Mission, vision, goals)
Triét ly doanh nghiép

Khach hang, thi truong dia ly

Sén phdam, dich vu

Céng nghé co ban

Thanh tich, nhing déng goép cho céng déng, v.v..

/
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Qudn tri hoc Pai cuong Chuong 4: Cong tdac hoach dinh

Doanh nghiép tén S,L'J’ M@NG (Mission)
tai d& lam gi? CHUC NANG - NHIEM VU

Doanh nghiép sé tré thanh dl\{l uc
;o . ‘ 6 cu
nhu thé nao trong tuong lai? 3m nhi e
(Vision) (5
Doanh nghiép sé dat dén (r;rr:i
vi tri / Igi ich nao trong Muc dich Iu’éng
tuong lai? (Goals) dugc)
Vao nam 20?? cua
doanh nghiép sé ] cs C
dat duoc thi Muc tiéu chién lugc — Chi phat
phan/doanh thu/Igi tiéu phén dau cua céng ty tb;i“
nhuén bao nhiéu (Objectives) dér?

trén thi trtong nao?

U

= Chi tiéu thuc hién cho cdc bé
phdn chiic nang cua céng ty

= Chinh sdch cta céng ty

Hinh 5.1: Phan biét cac miic do phat biéu vé muc tiéu clta
mot doanh nghiép
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Qudn tri hoc Pai cuong Chuong 4: Cong tdac hoach dinh

Su mang (mission) clia doanh nghiép (DN) c6 thé la:

Gia tang gia tri xuat khau cho quéc gia

Phéat trién cédng nghé

Cham soc tot nhat véi nhan dan

Cung ting ngudn nhan lyc tri tué cao cho khu vuc

Lam giau céac gia tri tinh than cho xa hoi, v.v..

Muc dich kinh doanh (goals) clia DN c6 thé la:

Pat Igi nhuan

Tang gia tri cta DN trén thi trudng chiing khoan

Tao ra, duy tri, va tdng cudng uy tin, hinh anh ctia DN
M3 rong, duy tri doanh s, thi phan, va thi truéng
Nang cao cong suat, st dung hiéu qua ngudn nhan luc
Pam bao can bang vé tai chinh

An toan lao déng la tét nhat

San pham c6 Igi cho mai trudng

Diéu kién san xuat co Igi cho méi trudng

Tao &nh hudng, uy thé déi véi cac t6 chiic khac

Duy tri doanh nghiép

Gili su doc lap tai chinh, trong viéc ra quyét dinh..
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Qudn tri hoc Pai cuong

Chuong 4: Cong tdc hoach dinh

Cap bac quan tri va céng tac hoach dinh:

CAP BAC | TiNH CHAT NOI DUNG
QUAN TRI | HOACH PINH
Quéan tri | Chién lugc SU mang, tam nhin, tri€t ly kinh doanh
cap cao ) o e .
(Long term) Muc dich, dudng 16i, chinh sach
T8 chuic dang di dau?
Muc tiéu cla té chic trong thdi doan t6i? Can
nhiing tai nguyén gi?
Vai trd phoi hgp clia cac bd phan? Ai chiju
trach nhiém vé coéng viéc gi?
Quan tri | Chién thuat Pat muc tiéu da dé ra bang cach nao?
Cép . N ~n N . N . A )
trung (Short Binh lugng tai nguyerl & tién nghi can thiét”
term) Khi nao thuc hién? Bat dau ti don vi nao?
Tién d6 ra sao?
Phoi hgp cac hoat dong chinh & dau?
Ai kiém soat nhiing hoat ddng nao?
Quan tri | Tac nghiép Giao cong tac cho ca nhéan
C4P ST | Daily Thai khéa bidu hoat dong: Khi nao? & dau?
SO activities) Ai chiju trach nhiém? Tai sao?

Phan bé tai nguyén & tién nghi can thiét: Khi
nao? O dau? Nhu thé nao?

Hu&n luyén, déng vién

Bao cao tién do
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Qudn tri hoc Pai cuong Chuong 4: Cong tdac hoach dinh

2. Myc TIEU — NEN TANG CUA HOACH PINH

2.1. Thé nao 1a mét muc tiéu (objectives) dung?
Muc tiéu la nén tang cua hoach dinh:

> D& dinh huéng khi thuc hién

> D& lam tiéu chuén danh gia, thdm dinh, kiém soat tién do
thuc hién theo hoach dinh.

Vai tro cta muc tiéu thé hién hai mat;

> Mat tinh: dat la nén tdng ctia hoach dinh;

> Mat déng: linh hoat phat trién theo hudng muc dich chién
lugc clia cong ty

Specific — Cu thé

Measurable — C6 thé do ludng dugc
Achievable — Kha thi, c6 thé dat dugc
Reasonable— Hgp ly

Time-bound — C6 han dinh, hiéu luc thai gian
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Qudn tri hoc Pai cuong Chuong 4: Cong tdac hoach dinh

Céc tinh chéat thuéng duoc yéu cdu 6 mét muc tiéu

= Tinh cu thé: cé két qua cu thé bang cac chi tiéu dinh lugng
la chinh (Specific)

= Tinh linh hoat. c6 khoang dung sai cho phép khi cé tac
dong thay déi cia méi trudng (Flexible)

» Tinh dinh lugng: ro rang, do dat dugc (Measurable)

= Tinh kha thi: thyc hién dudc trong diéu kién dang cé
(Feasible)

= Tinh nhdt qudn: théng nhat xuyén suét qua trinh thuc hién
(Consistent)

= Tinh hop ly: can déi quyén Igi gilta cac bén tham gia trong
pham vi chap nhan dugdc (Reasonable)

= PAam bao tinh lién tuc va ké thua (Successive)
= Tinh tién tién : ludn cau tién (Progressive)

= Tinh hiéu luc. xac dinh ro thai gian thyc hién (Valid Time
scale).
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Qudn tri hoc Pai cuong Chuong 4: Cong tdac hoach dinh

2.2. Quan ly theo muc tiéu (Management By Objective)
Khai niém

La quan tri thdng qua viéc moi thanh vién chd déng xac dinh
muc tiéu, tu_ minh quan ly va thuc hién cac muc tiéu ma ho
dé ra.

= MGi thanh vién sé tu nguyén rang budc va cam két hanh
dong trong subt qua trinh quan tri theo muc tiéu.

Bén yéu t6 co ban cua chuong trinh MBO:
= Sy cam két clia quan tri cap cao;

= Su hop tac clia cac thanh vién trong té chiic vi muc tiéu
chung;

= Sy tu gidc véi tinh than tu quan va y thic trach nhiém dé
thuc hién ké hoach chung;

= Ty kiém soat va t6 chuc kiém tra dinh ky.
Phuong phap tiép can

= Khong cé muc tiéu riéng 1é clia ca nhan hay bd phan nao
trong t6 chiic, ma muc tiéu & cdp dudi phai dat dudc su
hoa hgp va theo dinh hudng chung clia muc tiéu cap trén;

= P& cao moi quan hé gilia cac muc tiéu cac cap (ca nhan —
bd phan — t6 chuic);

= Pé cao su tham gia va cam két clia cac cé nhan;

= Xac dinh rd cac muc tiéu va thu tu uu tién.
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Qudn tri hoc Pai cuong Chuong 4: Cong tdac hoach dinh

Tac dung cua MBO:
= Pam bao muc tiéu.

= Giam b6t sy giam sat, bét ap luc cong viéc tac nghiép cho
cac nha quan ly.

= Phan bé nguén lyc hgp ly va sat thuc t& hon.

= Pat dugc su thong nhat gitita muc tiéu ca nhan va muc tiéu
cla tap thé.

= Kich thich tinh than hang hai, co trach nhiém, va su thong
hi€u nhau gilia cdp thiia hanh (ngudi thuc hién) va cép
quan tri (hgudi dua ra muc tiéu).

= Tao diéu kién cho moi thanh vién c6 co hoi phat huy nang
luc lam viéc va sang tao clla minh, thong qua viéc trao
quyén tuong ng vdi yéu cau cua viéc thuc hién muc tiéu.

= Giup cho viéc Kiém tra trong DN dudc dé dang, thuan Igi,
nang cao chat lugng cong tac quan tri va két qua hoat
dong cta DN.

= Dé& nhan ra dugc nhiing khiém khuyét trong té chtc.
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Qudn tri hoc Pai cuong Chuong 4: Cong tdac hoach dinh

Quy trinh thuc hién MBO

DE RA MUC TIEU
Xac dinh muc tiéu chién lugc dai han cla cong ty
=> Muc tiéu ngdn han cla cong ty
=> Muc tiéu cla tting linh vuc kinh doanh cla cong ty

=> Muc tiéu cla cac chiic ndng, cac phan xuéng

!

THIET KE CHUONG TRINH HANH PONG

!

TU KIEM SOAT

B4o dam thuc hién k& hoach theo ding tién do = Diéu
chinh nhiing sai léch

!

KIEM TRA DINH KY CUA CAP TREN

Cap dudi cé dat dugc muc tiéu khong?

Panh gid viéc thuc hién muc tiéu = Bién phap cai tién
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Qudn tri hoc Pai cuong

Chuong 4: Cong tdc hoach dinh

Uu — nhuoc diém ctia MBO

Uu diém

Nhuoc diém

Cung cép cho cac nha quan
tri nhiing di kién hoac muc
tiéu dé thuc hién hoach dinh.

Budc nha quén tri phai biét
sap x&p uu tién cho cac muc
tieu trong nhiing rang bubc
nhat dinh (vd: vén, thdi gian,
nhan lyc..).

Xac dinh rd6 nhiém vu, trach
nhiém va quyén han doi vdi
cac nhan vién.

L6i kéo cac thanh vién tham
gia vao cac qua trinh xay
dung muc tiéu chung.

Tao diéu kién cho ca nhan
phat huy nang lyc, va nhg do
c6 ¢G hoi thang tién.

= T6n thdi gian dé xay

dung va théng nhat muc
tiéu chung

Viéc ty dé ra muc tiéu ca
nhan khdé thuc hién dugc
néu thi€u sy huéng dan,
giai thich cu thé cla nha
quan tri cap cao (cé kién
thdc rong han) trong DN

Tam nhin khac nhau: cac
ca nhan c¢6 khuynh
hudng tap trung vao viéc
tru6c mat, ngan han, tai
ché = Nhiing k& hoach
dai han it dugc quan tam
dung muc.

w?
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Qudn tri hoc Pai cuong

Chuong 4: Cong tdc hoach dinh

3. MOI QUAN HE GIUA HOACH BINH (PLANNING) — CHIEN
LUGC (STRATEGY) — THAY POI (CHANGE)

Hoach dinh Ia chuan bi cho su thay doi

HOACH BPINH

CHIEN LUGC

THAY PO

Phan tich, du bao,
nhan dang va lua
chon:

_ Dinh hudng va
cac muc tiéu phu
hop.

Tap hogp cac
bién phap dé tb
chiic c6 thé dat
dugc nhing muc
tiéu do.

M6t tap hgp cac
quyét dinh va bién
phap cu thé ma
cac nha quan tri
sé& ap dung cho t6

chtic dé dat dugc | —

nhiing muc tiéu
da dugc xac dinh
tu hoach dinh.

Qua trinh trién khai,
thuc hién chién lugc.
Qua trinh nay doi
hoi:

Phan bdé nguén
luc, thGi gian, nhiém
vu, trach nhiém,
quyén han =» Action
plans.

Theo doi, dong
vién, hiéu chinh..

Thay déi chinh la tuong lai

Thay déi = d6i méi, tién bd

Thay déi = bi€n déng, rdi ro

= Trong hoach dinh can c6 k& hoach chuén bj cho sy thay
déi va tng phé véi nhiing phan ing ndi bd va nhiing bat trac

tu moi trudng.
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Qudn tri hoc Pai cuong

Chuong 4: Cong tdc hoach dinh

Qua trinh thay déi (change process)

“Lam tan tang”
(unfreezing) tinh
trang on dinh ci

—>

“Thay dai”
(moving) sang
tinh trang mai

—>

“Dong bang tré
lai” (refreezing)

tinh trang méi dé
di vao 6n dinh

(Nguoén: M6 hinh 3 Budc clia Kurt Lewin, 1951)

» Tham du (Involvement)

= Tao thudn lgi & cam két hé trg (Facilitating &

commitment)

= Thuong lugng, thuyét phuc (Negotiating)

» Van déng & I6i kéo (Lobby & motivation)

= Cubng ché (compulsion)

N

Gido duc & théng tin, tuyén truyén (Communicazm
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Qudn tri hoc Pai cuong

Chuong 4: Cong tdc hoach dinh

PHAN B: HOACH PINH CHIEN LUGC

1. DINH NGHIA VA PHAN LOAI CHIEN LUGC

1.1. Dinh nghia

Hoach dinh chién lugc la viéc xac dinh muc tiéu dai han co
ban clia mét doanh nghiép, thuc hién va phan bé cac nguén
tai nguyén can thiét cho viéc thuc hién cac muc tiéu dé.

(Alfred Chardler)

Cac cap chién lugc:

Chién lugc cap cong ty
(Corporate Strategy)

il

Chién lugc cap
nganh/linh vue kinh
doanh clia cong ty
(Business Strategy)
=>» Ap dung cho SBU

Chién lugc cap
nganh/linh vue kinh
doanh clia cong ty
(Business Strategy)
=>» Ap dung cho SBU
2

Chién lugc cap
nganh/linh vue kinh
doanh clia cong ty
(Business Strategy)
=>» Ap dung cho SBU

/"\\

Chién lugc chire ndng

clia SBU2 (Functional

Strategy) =» Vd: Chién
luge Cong nghé

Chién lugc chire ndng

clia SBU2 (Functional

Strategy) =» Vd: Chién
luge Nhan su

Chién lugc chire ndng

clia SBU2 (Functional

Strategy) =» Vd: Chién
lugc Tiép thi
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Qudn tri hoc Pai cuong Chuong 4: Cong tdac hoach dinh

1.2. Cac loai Chién ludc
Loai chién lugc 6n dinh

Nham muc tiéu duy tri tinh hinh hién tai (uy tin, thi phan...)

Ap dung trong méi trudng én dinh: mdc dd phic tap thap, va
muc doé nang déng cua méi trudng cing thap.

=» Dinh ky hoach dinh chién lugc la bao 1du?

Loai chién lugc suy giam
_ Thu hep hoat dong

_ Bd&t di cac hoat dong
_Thanh ly
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Qudn tri hoc Pai cuong

Chuong 4: Cong tdc hoach dinh

Loai chién lugc tang truéng

Hudng tdng Loai chién lugc

truong
Tang trudng Tham nhdp thi trudng: tang thi phan doi véi
tap trung san phéi'm hién tai & thi trudng hién tai.
(growth)

Phét trién thi truong: dua sdn pham hién tai
sang thi trudng mdéi, hay la md réng thi
trudng.

Phét trién sédn phdm: tung s&n phadm mdi
(cdi tién) vao thi trudng hién tai.

Tang trudng
bang cach
h6i nhap/két
hgp
(integration)

Ho6i nhdp doc nguoc chiéu (backward
integration): hoi nhap véi nha cung cap.

Ho6i nhdp doc thudn chiéu (forward
integration): hoi nhap véi nha phan phoi.
HG6i nhap ngang (horizontal integration): hoi
nhép vai doi th(l canh tranh.

Tang truéng
bang cach
da dang hoa

Pa dang héa déng tdm: nhan hiéu san
ph&m mdi cung ho s&n ph&m (products
line) véi cac san ph&m hién tai (tan dung
cong nghé, cac chuadng trinh ti€p thi dang
co).

Pa dang hda theo chiéu ngang: san pham
mdi khéng cung ho san pham hién tai
nhung cung phuc vu trén mét thi trudng.

Pa dang hoa toan bo: viia mé rong ho san
ph&m vuia ra chiing loai s&n phdm mdi.
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Qudn tri hoc Pai cuong Chuong 4: Cong tdac hoach dinh

Hudng tang Loai chién lugc
truong

Tang truéng | = Xuat kh4u, c6 van phong dai dién

quoc té hda

(international | ® Lién doanh (joint venture)

ization) .

Sat nhap (merger) & mua lai (acquisition)

Lién minh chién Iugc (strategic alliance)
gitta cac d6i thd canh tranh

Loai chién lugc canh tranh

Loai chién lugc Chién luoc

Canh tranh vé thj trudng |= Chién lugc dan dau vé gid
cua M. Porter (cost leadership)

= Chién lugc tao su khac biét
(differentiation)

= Chién lugc tap trung vao trong
diém (focus)

Canh tranh vé tiép thi = Chién lugc kéo (pull)

= Chién luge ddy (push)

Chién lugc ké manh — ké |= K& manh: tdn coéng truc dién,
yéu (“Thuong trudng danh tu xa, bao vay..

cling 1a chién trudng”) o
» Ke yéu: danh du kich, boc hau
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Qudn tri hoc Pai cuong Chuong 4: Cong tdac hoach dinh

2. TIEN TRINH HOACH PINH CHIEN LUGC VA CONG CU
SWOT

2.1. Tién trinh hoach dinh chién ludc

Buoc 1. Xac dinh su mang (mission, vision) va muc tiéu
(objectives) cla t6 chtic

Buoc 2. Phan tich nhiing cc héi (opportunities) va nguy cd
(threats) clia moi trudng

Budc 3: Panh gia nhiing diém manh (strengths) va diém yé&u
(weaknesses) cla t8 chuc

Budc 4: Xay dung cac phuong an chién lugc dé lya chon
Budc 5: Trién khai chién lugc da chon
Budc 6: Xay dung k& hoach tac nghiép, k& hoach hé trg
Budc 7: Kiém tra va danh gia két quéa

Budc 8: Hiéu chinh can thiét va lap lai tién trinh hoach dinh
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Qudn tri hoc Pai cuong Chuong 4: Cong tdac hoach dinh

2.2. Phan tich dua trén ma tran SWOT

Quy trinh thiét 1dp cac phuong an chién lugc theo ma tran
SwWoT

(= Liét ké cac diém manh (Strengths) chl y&u bén trong

) cong ty
PHAN
, .| = Liét k& nhiing diém yé&u (Weaknesses) bén trong
TICH MOI R
< céng ty
TRUONG

= Liét ké cac ca hoi (Opportunities) bén ngoai cong ty

= Liét ké cac mé6i de doa (Threats) quan trong bén
| hgoai cong ty

= K&t hgp diém manh bén trong véi co hdi bén ngoai,
va ghi két quéa cla chién lugc SO vao 6 thich hgp;

= K&t hgp nhiing diém yé&u bén trong cong ty véi nhiing
cG hoi bén ngoai, va ghi két qua culia chién lugc WO;

= K&t hgp nhiing diém manh bén trong cong ty vdi
nhiing de doa bén ngoai, va ghi két qua cula chién
lugc ST;

= K&t hgp nhiing diém yé&u bén trong cong ty véi nhiing
de doa bén ngoai, va ghi két qua clia chién lugc WT.
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Qudn tri hoc Pai cuong

Chuong 4: Cong tdc hoach dinh

Ma tran SWOT

Opportunities (Co héi) | Threats (Nguy cao)

Strengths (Piém SO ST
manh)
Weaknesses woO WT
(Diém y&u)

Uu diém va han ché cla viéc hoach dinh chién lugc

UU DIEM

HAN CHE

Cong ty thém nang dong,
sang tao, xU ly tét cac
thay déi tor méi trudng
Hiéu dudc muc tiéu va
hudng di sap t6i ciia DN

Dy doan dé nam bat
dugc cac co hdi va nguy
(o]0}

Tao vi thé chl déng trong
canh tranh

Xay dung nhiing chién
lugc tdt hon

Poi hoi thai gian va nd luc

Khi dugc an dinh thanh van
ban: cé thé bi xem 1a cling
nhéc

Dy bao méi truéng khoéng
thé chinh xac dudc

Cac cong ty chi chu y viéc
lap k& hoach ma it quan tam
dén viéc thuc hién = moi
ngudi khdng nd luc thuc hién
va sé& dan dén hiéu qua
kém.
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Qudn tri hoc Pai cuong Chuong 4: Cong tdac hoach dinh

PHAN C: HOACH PINH TAC NGHIEP

1. DINH NGHIA VA PHAN LOAI KE HOACH TAC NGHIEP
1.1. Dinh nghia

La hoach dinh dé trién khai cac chién lugc clia cong ty:
_ Trong nhiing linh vuc, tinh huéng cu thé;

_ Cac muc tiéu dugc xac dinh cé tinh chat ngan han (hang
ngay, hang thang, hang qui).

_ Co6 tinh dinh hudng theo muc tiéu cla chién lugc cap trén.

1.2. Phan loai ké hoach tac nghiép

CcO Ss LOAI KE HOACH

Dya trén yéu| = K& hoach thudng xuyén (Standing plan)
cau vé muc do
chuyén biét
cua ké hoach.

= K& hoach chuyén biét (Single-use plan)

Duya trén yéu|= K& hoach tuyén dung
cau chuyén
mon chuc
nang cu thé. |« K& hoach san xuét (diéu do SX)

» K& hoach dao tao

= K& hoach ban hang
= K& hoach chiéu thi

= K& hoach thu chi v.v..
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Qudn tri hoc Pai cuong Chuong 4: Cong tdac hoach dinh

2. TIEN TRINH HOACH DINH

2.1. Tién trinh

Cac MUC TIEU tir K& hoach chién
lugc clia cong ty

]!

Cac K& hoach TAC NGHIEP

/\

Cac K& hoach CHUYEN BIET Cac K& hoach THUONG XUYEN
(Cho cdc hoat dong khéng lap lai) (Cho cdc hoat dong lap lai)

A 4

y

Cac chinh sach
Cac |

Céc du an

y

ngan Céc thi tuc
sach |

Cac chuang trinh R Cac quy dinh
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Qudn tri hoc Pai cuong Chuong 4: Cong tdac hoach dinh

2.2. Ndi dung co ban ctiia mét ké hoach tac nghiép:

= Muc tiéu. Lam céi gi? Pat dugc & muc do nao? Thdi
han?

= Bién phap/ phuong phap thuc hién: Cach thuc? Ky
thuat/mo hinh? Qui trinh/C4au trac?

= Nguén luc céan thiét: ca vé s6 lugng va chét lugng (vd:
ngan sach, nhan luc, thGi gian, cong nghé, co sé vat
chat, tai nguyén, may mac thiét bi, v.v..)

= Viéc thuc hién: bao gébm ca phan céng va phan bé
ngudn luc theo mot ti€n do dudc du kién, lich kiém soat
qua trinh, trach nhiém va quyén han cu thé, v.v..

Ngoai ra con mét s& ndi dung céd thé bé sung thém tuy yéu
cau va tam quan trong cla k& hoach: lgi ich, y nghia thuc
tién, tién dé va tinh ké thua, khda ndang mdé réng ké hoach, mét
s6 han ché hodc kho khan/rdi ro can luu y, ké hoach phu tro
(hop tac, cung Ung, tu van, du phong rdi ro..).

Thao luan:

Q Vai tro cua hoach dinh hién nay & cdc doanh nghiép Viét
Nam?
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Qudn tri hoc Pai cuong Chutong 5: Cong tdc t6 chiic

Chucng 3: CONG TAC TO cHUC

1. KHAI NIEM
1.1. Céng tac té chiic (organizing) la qua trinh xac dinh:

= Phéan chia céng viéc phtc tap cia mbi té chiic/mbi nhém
thanh nhiing phan viéc (theo chic nang/ theo san pham/
theo quy trinh séan xuat/ theo khu vuc dia ly/..), thanh lap
nhiing nhém (bd phan) dé dam trach cac phan viéc do;

= M6i quan hé hang ngang (cac khau quan tri: moi bd
phan/chic danh c¢é nhiing quyén han gi?..) va hang doc
(cac cap bac quan tri: Nhan nhiém vu tu ai? Bao cao
cdng viéc cho ai? Ai lanh dao?..) trong ndi bd t8 chc;

= thuc hién ¢cé hiéu qud muc tiéu chién lugc cla té chuc.

Céng tac t6 chic

\/

Hinh 5-1: Ba linh vuc cua
Chiic niang té chic trong
quan tri

T8 chuc
cong Vviéc
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Qudn tri hoc Pai cuong Chutong 5: Cong tdc t6 chiic

Hinh 5-3: Quan hé hang doc clia mét cau truc té chiic

Mot t6 chiic (organization) cé 3 dic trung co ban:

= Pugc lap ra dé thuc hién mét s muc dich chuyén biét
(specific missions);

= GOm mot nhom ngudi;

= M6i ngudi dugc sdp x&p vao mét vi tri (chic danh) nhét
dinh trong t6 chuic, d&m trach mot phan céng viéc (nhiém
vu) clia té chuic.

= T& chuc la mét hé théng: phat huy sitc manh con ngudi/tap
thé (Synergy)
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Qudn tri hoc Pai cuong Chutong 5: Cong tdc t6 chiic

1.2. Co cau té chiic (hay con goi |a Cau tric té chic —
organizational structure):

Thé hién quy dinh phan chia, sdp x&p cac bd phan va mai
quan hé quyén han giia cac bd phan trong t8 chuic, thudng
dudc biéu dién dudi dang so dé (thudng dudc goi la Sc dé ca
céu t6 chiic clla mét doanh nghiép).

= Cd c4u (cau truc) t6 chuc 1a bé khung ctia mét t8 chuc.

Céc dic trung ciia mét co cau té chic

= Chuyén mén hoa (Tinh phuc tap): s6 lugng cac khau
quan tri, cac c8p qudan tri, cac chiic danh trong t6 chuc
thé hién su chuyén sau vao mét céng viéc hay cdng doan
nao doé trong qua trinh san xuat;

= Tiéu chudn hoa (Tinh bai ban, tinh céng thuc, tinh dinh
ché, tinh hinh thic): hé théng céc tiéu chuén, thl tuc cla
t§ chiic dé dinh huéng lam viéc va danh gia thanh tich
mot cach nhéat quan va ding dan cho nhan vién;

= Sy phéi hop: nhiing thd tuc chinh thic va phi chinh thuc
dé lién k&t nhiing hoat déng clia cac nhém riéng 1& trong
t6 chuc dap ¢ing muc tiéu chung cla té chuc;

= Mdc do tap quyén — phan quyén (Phén chia quyén luc):
tap trung (centralization) hay phi tap trung
(decentralization) vé quyén ra quyét dinh trong hé théng
quan tri.
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Qudn tri hoc Pai cuong Chutong 5: Cong tdc t6 chiic

Nhiing yéu cau déi véi mét co cau té chiic quan tri t6i uu
= Tinh linh hoat (flexibility)
= Tin cay trong hoat déng (reliability)

= Tinh kinh t€ cGa quan tri (efficiency)

Tinh t6i uu ctia mét co cau toé chuc:
» Phéan céng / chuyén mdén hda céng viéc hagp ly;
>  Phan nganh mot s6 hoat déng cé hiéu quai;

» Tam han ki€ém soat tdi uu.
Céc yéu té anh hudng dén co cau té chuc
S¢t mang, tdm nhin)

M@i trudng hoat & chién lugc phat
dong cla cong ty trién clia cong ty

Co cau 1o chiic
clia mot cong ty

A

Dic diém nganh
ngh&, cong nghé
clia cong ty

Nang luc & trinh
dod cua nhan sy

Qui md hoat dong clia cong ty

clia cong ty

Hinh 5-4: Cac yéu té anh hudng dén co ciu té chiic
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Qudn tri hoc Pai cuong Chutong 5: Cong tdc t6 chiic

1.3. Mot sé van dé khoa hoc quan tri trong coéng tac to
chuc

Tam han quan tri

La s6 lugng nhan vién clp dudi truc ti€p ma mot nha quan tri
c6 thé diéu khién mét cach 6t nhat.

= Tam han quan tri lién quan dén sé cap (tang/nac) trung
gian trong coéng ty: ty 1& nghich.

Quyén hanh va quyén luc trong quan tri

Quyén hanh la nang luc cho phép nha quan tri yéu cau
ngudi khac hanh dong theo su chi dao clia minh. & Quyén
luc (Power) la muc do doc lap trong hoat dong clia mot ngudi
thong qua viéc trao cho ngudi dé quyén dudgc dinh doat va stic
manh dé bdo dam viéc thuc hién quyén hanh.

Quyén hanh dugc xem nhu la chéat két dinh, 1a sgi day noi
cac bd phan trong t8 chic véi nhau, ndi két tu trén xuéng
dudi, ti bd phan nhan yéu cau cta khach hang vdi bd phan
san xuat, cung Ung, thanh toan, v.v...

_ Nguén géc cta quyén hanh/quyén luc
Theo Max Weber:

= Su hgp phap khi ddm nhan chuc vu
= Cap dudi thtta nhan quyén hanh dé la chinh dang

= Nha qudn tri phai d0 nang luc va pham chét can thiét dé
khién cho cap dudi tin tuédng va tén trong =» tu nguyén
chap hanh

Lién hé: uy tin cia nha quan tri.
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Qudn tri hoc Pai cuong Chutong 5: Cong tdc t6 chiic

Theo French va Raven:

= Ap ché, de doa (Coercive): cé stic manh

= Quyén tudng thudng (Reward): c6 tién, ndm vé tai chinh
= Chuc vu hgp phap (Legitimate): cé phap ly

= Nang luc chuyén mén (Expert): cé kinh nghiém, bi quyét

= T6n phuc, ngudng md (Referent): c6 dic diém ndi bat, 1a
than tugng

Quyén han (Authority): quyén dugc xac dinh vé ndi dung,
pham vi, muc do (theo T dién Tiéng Viét cla Vién Ngén ngl).

Quyén han trong t6 chtic: pham vi quyén hanh dudc giao
=> lién quan dén trach nhiém (responsibility) va su chiu trach
nhiém (accountability).

Cé 3 loai quyén han:

= Truc tuyén:

- Quyén giao cong viéc va kiém tra thuc hién (Lam
gi?)

- Quyén chi dinh ai lam (Ai lam?)

- Quy dinh thdi han (Khi nao?)

= Tham muu: Quyén dua ra cac dé nghi, phudng an, giai
phép,.. cho cac nha quan ly truc tuyén

= Chuiic ndng. Quyén dua ra nhiing chi dan vé céach thuc
hién (lam nhu thé nao?)

= Viéc phdn/giao quyén hanla cbng cu ma ngudi quan ly can
c6 dé tu chi déng trong cdng viéc va tao ra méi trudng thuan
IGi cho viéc thuyc hién céng viéc ciia moi ngudi.
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Qudn tri hoc Pai cuong Chutong 5: Cong tdc t6 chiic

Phén cap quan tri (decentralization)

Phan chia mot phan quyén hanh cho cdp dudi, nham tao
diéu kién cho t8 chic dap ung kip thdi, nhanh chéng va phu
hop vGi nhiing thay déi cha méi trudng = Muc dd phan
quyén/ly quyén.

2. TIEN TRINH XAY DUNG CG CAU TO CHUC

2.1. Tién trinh

Khao sat va phan tich hé théng quan tri hién hanh

JL

Xac dinh cdc muc tiéu cla to chic, phuong huéng cdi tién hé
théng quan tri, cac yéu to anh hubng

JL

Xac dinh cac b phan chic chiic ning cla hé thong quan tri

JL

Xac dinh s0 lugng & thanh phan clia cac cdp quan tri

JL

Xac dinh quyén han & trach nhiém cia tling cap va tiing khau quan trj

JL

Xac dinh quan hé qua lai v6i cac cap trén va cac bd phan khac

Hinh 5-5: Cac budc cua tién trinh xay dung co céu to chiic
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Qudn tri hoc Pai cuong Chutong 5: Cong tdc t6 chiic

2.2. Cac nguyén tac cla td chuc quan tri (thiét ké té chuic)
Nguyén tac vé tam han quan ly hop ly:

Ly do chinh c&n c6 c6 c4u té chiic chinh 14 sy gidi han vé
tam quan ly (s6 lugng nhiing ngudi cap dudi truc ti€p ma mot
cé& nhan c6 thé quan ly cé hiéu qua).

Con s& nay thay déi theo &nh hudng cla cdc bién sé co
ban: vi du nhu

= Cbéng viéc :

- Pan gian/dong nhat: 25 - 35 nhan vién

- Phuc tap/khac biét nhau: 15 nhan vién
= C4p quan ly-

- Cé&p cao: 5-7 dau moi dé quan ly

- Cé&p trung : 7- 15 dau méi dé quan ly

- Céap cd sd: khoang 35 nhan vién dudi quyén
= M0éi trucng hoat déng:

- Bién d8i hay 6n dinh

- Ban gian hay phtc tap

Nguyén tac phan chia bé phan / phan céng lao ddng:

Céc bd phan trong t8 chuic c¢é thé dugc phan chia chuyén
mén hod theo chic nang, theo khach hang, theo san phdm,
theo vung dia ly, theo thdi gian (ca, kip), theo qui mé du an,
v.v.. Tudng ty khi phan cong lao ddng cho méi ca nhan trong
b6 phan.
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Qudn tri hoc Pai cuong Chutong 5: Cong tdc t6 chiic

Nguyén tac théng nhat chi huy / mét dau méi quan ly:

M&i c&p dudi chi cé mot cap trén truc ti€p dé bao céo va
thuc hién chi thi thdng nhat cho mot cong viéc nhat dinh =
gitp cac nhém phéi hgp hoat ddng nhip nhang dé hoan thanh
cong viéc dung han theo yéu cau cla khach hang.

Nguyén tic té chuc gan voi muc tiéu:

Co cau t6 chiic phai thuan Igi nhat cho viéc dat dén muc
tiéu chung. Muc tiéu 1a co s& dé xay dung bd may té chiic cla
doanh nghiép.

Nguyén tic hiéu qua kinh té:

Nham vao cét gidm chi phi trong tuéng quan hoat déng
dat két qua cao nhét.

Nguyén tic can déi (tam giac déu “Nhiém vu — Quyén
han —Trach nhiém”):

C4 ba diém do6 cén dudc quy dinh cho ting bd phan/
chiic danh trong t8 chuic va tudng xutng véi nhau = tao su 6n
dinh ndi bé.

(Lién hé: nguyén tac lién quan dén viéc phan coéng nhiém vu
“Nghia vu luén di déi vdi quyén Igr’).
Nguyén tic linh hoat:

Pé (ing phé kip thdi vé6i sy thay déi cha méi trudng bén
ngoai =» doi hoi ban than nha quan tri cling phai linh hoat
trong cac quyét dinh dap Ung vdi su thay déi cla t8 chdc.

(M3 rdng: T8 chlic — upsizing? downsizing? — rightsizing?

Nha quan tri— reactive? — proactive?
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Qudn tri hoc Pai cuong Chutong 5: Cong tdc t6 chiic

3. CAC DANG CAU TRUC T6 CHUC

3.1. Cac tiéu chuan dé hinh thanh cac bé phan trong té
chuc (phan céng va thanh lap cac bd phén)

Theo s6 lugng nhén vién lam nhiing cong viéc nhu nhau:
xua nhat, chi phd hgp khi cong viéc clia moi ngudi nhu
nhau;

Theo thai gian lam viéc: ca Kip, ban ngay-ban dém, v.v..

Theo chuc ndng hay nhiém vu chd yéu cla té chiic: nham
tan dung kién thiic chuyén mén va bao dam thuc hién céac
chiic ndng lam nén gia tri cho céng ty (value chain), phd
bi€n & Viét Nam, vi du Hinh 6-6 = c6 thé bj lac khdi muc
tiéu chung cla t8 chc;

Theo lanh thé/khu vuc dia ly: 4p dung cho kinh doanh
nhiing s&n phdm cung ho (product line) trén dia ban réng
vGi ddc diém dia phuong 1a quan trong ddi véi dau vao cla
san xudt hoac d&i v6i su tiéu thu sdn phdm = cé thé bi
trung l&p chic nang, khong tan dung triét dé cac nguén luc,
gay lang phi;

Theo san pham: c6é nhiéu ho san pham ho#c san pham
chién lugc vdi quy trinh cdng nghé va chién lugc tiép thi
khac nhau = cé thé bj trung I4p chiic ndng, khdng tan dung
triét dé cac ngudn luc, gay lang phi;

Theo khach hang: phan anh sy quan tam cla doanh nghiép
déi véi viéc thda man cac yéu cau khac biét nhau cla ting
loai khach hang (customer-focused) theo phan khuc thi
trudng = cé thé bj trung 18p chic nang, khéng tan dung
triét dé cac nguén lyc, gay lang phi;
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Qudn tri hoc Pai cuong Chutong 5: Cong tdc t6 chiic

= Theo quy trinh hay thiét bi: khi Igi thé canh tranh cla cong
ty chinh 1a & quy trinh sdn xuat/céng nghé hay thiét bi, v.v..

3.2. Cac quan diém vé cau tric (co cau) té chic

Céau truc dang b6 may hanh chinh (Mechanic system —
con duogc goi la kiéu co gidi): thé hién méi quan hé trong t6
chiic nay la theo cap bac, cé trat tu thi bac gilia cac cap/cac
bd phan. Pay la dang c4u tric cd dién do Henry Fayol va Max
Weber dé xuéat (c&u tric hinh chép), van phé bién hién nay.

Bang 5-1: Cac mé hinh theo quan diém mechanics

CAN CU PHAN MO HINH
LOAI
Theo quy dinh|= Truc tuyén (don gian)
quyén han = Truc tuyén — tham muu

= Truc tuyén — chiic nang (vi du Hinh 6-6)

Theo cach chia|® Theo chic nang ] Phan nganh
bo phan = Theo san phim (divisions)
= Theo du an

= Theo vung dia ly

= Theo khach hang

= Theo thdi gian (ca, Kip)..
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Qudn tri hoc Pai cuong

Chutong 5: Cong tdc t6 chiic

Bang 5-2: M&i quan hé gilia dic diém cha té chuic véi cau

tric td chiic cta né

Ddc diém cda té chuc

Ddc diém cuda Cau truc té chuc

Loai hoat déng/céng nghé

chinh:

- Hoa chat, loc dau, cg khi

- Ché& bién thuyc pham

- Béan 1é (hang tiéu dung),
dich vu

-Chia b6 phéan theo quy trinh
-Chia bd phan theo s&n pham
-Chia b6 phéan theo vung dia ly

Quy mé doanh nghiép:
- Lén

- Nhé

Phuc tap: vé chiéu doc: nhiéu cép quan
ly; vé chiéu ngang: nhiéu bd phan/nhiéu
nhan vién truc thudc

Daon gian: 1-2 cdp quan ly; it dau moi
quan ly

Méi truéng bén ngoai:
- On dinh

- Nhiéu bién dong

CAu truc dang cd gidi (mechanic
system): thudng dugc biéu dién thanh
dang cay nhiéu nhanh ngugc dau hoac
thanh hinh chép theo tam quan ly, co
muc tap trung quyén hanh cao
(centralization), muc chudn hod cao
(standardization).

CA4u tric dang hé théng hiiu co (organic
system): thudng dugc biéu dién thanh
hinh mang IUGi, c6 méi lién két tuong hd
ngang cap vdi nhau, muc do tap trung
thdp, muc dd chudn hoa thap.

Muc tiéu chién lugc/chinh

sdch cua céng ty

- T&i thiéu chi phi, dan dau
cong nghé, ..

- Padang héa s&n pham,
tham nhép thi trudng, ..

4

a;

>

T6 chiic thanh cac bd phan chuyén mén
0

T8 chiic thanh cac bd phan da chic
nang, hach toan déc lap (vi du SBU)
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Qudn tri hoc Pai cuong

Chutong 5: Cong tdc t6 chiic

Giam doc

Trg Iy gidm doc [~
Phé Gb Phé GDP K§¥ thuat Phé GDP Nhan su - Phé GP KT-
Marketing — sdn xuAt Hanh chinh Tai chinh
Nghién cttu || Nghién ctu | Ké&hoach | Ké&todn tai
thi trudng & phat trién nhan sy chinh
K& hoach || Hoach dinh || Tuyén dung |  Ké&todn
marketing sdn xult qudn tri
] ) T Paotao &
Quang cao— 1 L Quan ly | phit trién - Ngan quy
tuyén truyén cong nghé nhan vien

Khuyé&n mai
& PR

- chat lugng

Ky thuit

EXIN

Ky thuit co
khi

o R
Kiém tra

Dbong go1

Quaén 1y luong
& daingd

Quaén 1y hanh
chinh

Phan tich tai
— chinh

H6 so nhan
vién & qui
hoach cdn bo

Quan ly dir
lieu KT-TC

Hinh 5-6: SO dé cau truc Truc tuyén — Chtic niang

GV: Truong T. Lan Anh
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Qudn tri hoc Pai cuong Chutong 5: Cong tdc t6 chiic

Thao luan:
> Uu nhugc diém cta cac mé hinh t6 chiic dang Mechanic?

> M6 hinh t6 chiic dang Mechanic thich hgp vdi nhiing loai
hinh doanh nghiép nao?

Cau trdc dang hé théng Hiu co (Organic system): thé
hién méi quan hé trong t6 chic nay 1a khdng c6 nhiéu cép
bac, chl yéu dua trén mdi lién két tuong hé (ngang cép) Vdi
nhau. Céc bd phan lién két véi nhau thanh mang (network).

Pay la dang cau truc hién dai, da dang, rat linh hoat,
thich hgp véi quan tri theo tinh huéng hay theo muc tiéu
(MBO).

Vi du:

- C4u tric ma trdn (hai chiéu). két hgp gita mo hinh theo
chilic ndng va mé hinh theo sadn pham/duy &an nhung v3Si méi
quan hé quyén han phtic tap hdn cau tric phan nganh
(division — chi la tryc tuyén), quan ly du an, quan ly san
phdm.. Xuét phat ti hé théng mechanic nhung lai thich
hgp vdi hé théng organic (Hinh 5-7).

- Cd c4u té chiic nhém: st dung cac nhom lam céng cu chinh
dé phdi hgp cac hoat dong clia cong ty = Cau tric nay pha
vG cau tric phong ban, phan quyén dén cho cac nhém.

- T6 chuc thanh céac don vi kinh doanh chién Iugc (SBU -
strategic business unit) : cac téng céng ty, cong ty me —
cong ty con, cac tap doan xuyén qudc gia nhu IBM, Acer,
Unilever, P&G, v.v..

GV: Truong T. Lan Anh (Khoa QLCN) 14



Qudn tri hoc Pai cuong Chutong 5: Cong tdc t6 chiic

- C4u tric mang (network — da chiéu): cac coéng ty thuong mai
t6 chiic theo mang Iudi phan phéi, cac cong ty dich vu (tu
van, du lich..), cac téng coéng ty hay tap doan (Hinh 5-8).

- CJd cdu 16 chic khéng bién gidi (boundaryless) huéng dén
loai bd moi ranh giGi phan chia bang viéc thanh lap cac
nhém da chic nang (cross-functional), tu quan (self-
management), thué mudn tu xa (off-shoring)..

- Cd cdu té chiic theo mé-dun (virtual organization) thudng c6
qui mé nhd, nhung dia ban réng, khach hang da dang, chi
van hanh cac hoat dong kinh doanh chinh va thué cac
ngudn chuyén gia ti cac t8 chuiic khac (out-sourcing) hoac
chuyén gia doc lap (free lance)=» Phai cé hé théng théng tin
két n6i mang. Vi du: mo hinh Consultant Clinic.

Ban Giam doc

Thiét ké kt Ché tao Hanh chanh Ké toan Nhéan su

Dy an Nhém Nhom Nhém Nhom Nhém
A | th.ké | ch.tao | hichinh | | | ktodn ||| n.su
Dy an Nhém Nhom Nhém Nhém Nhém
B | th.ké | ch.tao | h/chinh | ktodn | [T n.su
Dy an Nhém Nhom Nhém Nhém Nhém
c — th.ké — ch.tao — h/chinh — k.todn | n.su

Hinh 5-7: Vi du vé So dé cau tric ma tran.
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Chutong 5: Cong tdc t6 chiic

Qudn tri hoc Pai cuong

Cong ty
quang cao

Cong ty tu van
(thiét k&, nhan su,
kiém toan, v.v...) . el .

\
\
\
\

’

’
’
1]

Nhom
diéu hanh

Cong ty lam
Public relation

-
-
-

(Steering)

\\ ,/ \
\ ’ \ ’
. .,
Cac nha mdy 6 cac N ’

nugc N P

\\ ’,/

Cac cong ty lam dai ly/ban
e hang an hoa hdng

Hinh 5-8: Vi du vé So dé cau tric mang (network)
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Qudn tri hoc Pai cuong

Chutong 5: Cong tdc t6 chiic

CAC MO HINH MECHANICS

CAC MO HINH ORGANICS

Tinh bai ban, hgp thtic cao

Nhiéu cap quan tri (tall
structure) = bdé may hanh
chinh cong kénh han

Quan hé phan cap chat ché
(hierarchical - trat ty tha bac), it
chu trong hgp tac

Quyén han tap trung & cép cao
nhat (centralized)

Cac nhiém vu dinh sin
(specialized)
Kénh théng tin chinh thuc

(formal communication)

Tinh bai ban, hgp thtc thap
it cdp quan tri (flat structure)

Hgp tac da chiéu (ca quan hé
tric tuyén va tham muu)

Phan quyén (decentralized)
nhiéu han, ay quyén
(delegating) chinh thuc hoac phi
chinh thuc

Cac nhiém vy tuy thubéc vao
tinh hudng (generalized)

Kénh thong tin chinh thic két
hgp vd&i khdong chinh  thuc
(formal & informal)

Cac mé hinh dai dién:

Cd cdu t8 chuic truc tuyén

Cd cdu t6 chic theo chuic nang
Cd c4u truc tuyén-tham muu
Cad cau tryc tuyén-chuiic nang

Cd cdu t8 chuic theo thi trudng
dia ly/s&n phdm/khach
hang/qua trinh/cong nghé v.v..

Cac mé hinh dai dién:

Co cdu t6 chuic 1am viéc theo
nhom (teams), theo
SBUs/RBUs

Cd cdu mang (network)
CaG cau mo-dun (virtual)

TS chic thanh cac ddi nhém
khéng bién gidi (boundaryless,
cross-functional)

= Cd c4u t6 chic ma tran (Matrix organization)

= Cd cdu t6 chuc theo Ly thuyét Z

Pham vi ap dung:

. 277

Pham vi ap dung:

= 777

GV: Truong T. Lan Anh (Khoa QLCN) 17




Qudn tri hoc Pai cuong Chutong 5: Cong tdc t6 chiic

Thao luan:

> Cd cdu t6 chuc phd bién hién nay & Viét Nam theo mé
hinh nao? Uu va nhugc diém?

4. SYU PHAN CHIA VA THIET LAP MOl QUAN HE QUYEN HAN
TRONG CG CAU T6 CHUC

4.1. Xu huéng thuc hién quyén han va quyén luc

= Tap quyén (centralization): thau tdm quyén ra quyét dinh
vao mot ngudi;

= Phan quyén (decentralization): phan tan cac quyén ra
quyét dinh tuong (ng vdi trach nhiém va nhiém vu vé cho
cac cap dudi.

= Phé4n quyén hop ly la mét nghé thuéat !

Thao luan:

Mdc do phan quyén cang I6n khi nao?
4.2. Phan quyén
Su can thiét cta phén quyén:
> Quan tri cAp cd s& gan vdi thuc té tinh hudng hon.
> Quyét dinh thuc hién nhanh chdng kip thgi hon.
> La nhan td6 dong vién cap dudi.

> Giup dao tao, tao diéu kién phat trién cho cap dudi = phat
hién cac nha quan tri tiém nang.

> Giam ap luc céng viéc cla cap trén.

GV: Truong T. Lan Anh (Khoa QLCN) 18



Qudn tri hoc Pai cuong Chutong 5: Cong tdc t6 chiic

Muc dé phan quyén va cac diéu kién lién quan:
= Kich thudc, qui mé té chc;
= Tam quan trong clia quyét dinh & cac cap;

= Muc db tac dong cla quyét dinh & cac cap dén céac chuc
nang hoat déng cla t8 chiic (marketing, nhan su, ky
thuat, tai chinh..);

= Khéa nang clia cap dudi.

Thao luan:

O cédc t6 chic & Viét Nam, nén tdp quyén hay phan
quyén?

4.3. Uy quyén

Uy quyén (Delegation): giao cho ngudi khac quyén hanh va
trach nhiém dé thay mat minh thuc hién mét hoat déong nhat
dinh, hoac trong mét thdi gian nhat dinh = Tao sy linh dong.

Nghé thuét dy quyén

> Su sdn long chia sé va tao cd héi: dé tao cho ngudi khac
mot dip dé suy nghi va thé hién nang luc clia minh, dé giao
quyén ra quyét dinh cho cap dudi;

> Su chdp nhan su khac biét va ¢4 that bai clia ngudi khac;
> Su san sang tin cay cdp dudi;

> Su sdn sang thiét 1dp va si dung su kiém tra réng rai- dé
bdo ddm quyén luc dugc st dung vi muc tiéu chung.

GV: Truong T. Lan Anh (Khoa QLCN) 19



Qudn tri hoc Pai cuong Chutong 5: Cong tdc t6 chiic

Céc nguyén tac dy quyén:

= Ngudi dudc Oy quyén phai la ngudi cap dudi truc ti€p lam
nhiing cong viéc (hoat déng) do;

= Sy Gy quyén khoéng lam mat di hay thu nhé trach nhiém cla
ngudi Uy quyén;

= Quyén Igi, nghia vu clla ngudi 0y quyén va ngudi dugc Oy
quyén phai dam bao va gan bé véi nhau;

= NOi dung, ranh giéi cGa nhiém vu dugc Gy quyén phai dudgc
xac dinh rd rang;

= Uy quyén phai tu giac

= Ngudi dugc Uy quyén phai cé day da théng tin trudc khi bat
tay vao viéc;

= Ludn c6 sy kiém tra trong qua trinh thuc hién sy Gy quyén.

4.4. M6t sé van dé thudng xay ra khi phan cap quan tri
> Su kiém soat chat ché cla cap trén.
> Quyén han khéng dugc xac dinh rd rang.

> Cap trén khoéng di nang luc hoac khong cé nghé thuat Gy
quyén.

> Cap dudi khong dl nang luc va trinh do.
> Quyén han khéng tuong xting vdi trach nhiém.

Thao luan:

¢ Khi quyén han > trach nhiém?
¢ Khi quyén han < trach nhiém?

¢ Quyén han = trach nhiém: lam cdch nao dé xac dinh dugc?

GV: Truong T. Lan Anh (Khoa QLCN) 20



Qudn tri hoc Pai cuong Chutong 5: Cong tdc t6 chiic

4.5. M6t sd nguyén tac trong giao quyén (delegating) khi
phan cap quan tri:

Nquyén tdc giao quyén theo két qud mong mudén. quyén
dugc giao phai tuong xting = nham bao dam rang ho cé
kh& nang hoan thanh cac két qua mong muon.

Nguyén tdc bdc thang: n6i vé mot chudi cac quan hé quyén
han truc ti€p tU cap trén xudng cap dudi xuyén sudt toan bd
t6 chic & cang phan biét thd bac rd rang, thi cac vj tri chiu
trach nhiém vé viéc ra quyét dinh sé cang rd rang, va viéc
théng tin trong t6 chiic sé cang c6 hiéu qua.

Nguyén tdc tinh tuyét déi vé trdch nhiém: trach nhiém cla
cac cap dudi doi véi cap trén cla minh vé viéc thuc hién
nhiém vu la tuyét déi = mot khi ho da chadp nhan mét su
phan céng va chdp nhan quyén thuyc thi nd, khong day lai
cho cép trén. Va cap trén ciing khong thé trén tranh trach
nhiém vé cac hoat dong clia cac cap dudi minh.

Nquyén tac tuong dbng gida quyén han va trdch nhiém:
trdch nhiém vé cac hanh dong khong thé 16n hon trach
nhi@m nam trong quyén han dudc giao phé, ciing nhu
khéng thé nhd han.

Nguyén tdc nhédt quan trong ménh lénh: viéc mdt ngudi cd
m&i quan hé trinh bao Ién mot cap trén duy nhat = y thic
vé trach nhiém ca nhan doi vdi cac két qua sé cang Idn,
mau thuan trong cac chi thi sé cang it.

Nguyén tdc duy tri cdp bac quyén luc : viéc duy tri sy Oy
quyén da dinh doi hdi rang cac quyét dinh trong pham vi
quyén han cua tiing ngudi phai dugc chinh ho dua ra chu
khéng dudc ddy 1én trén theo co c4u té chic.
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Qudn tri hoc Pai cuong

Chutong 5: Cong tdc t6 chiic

5. CAc CAP BAC QUAN LY VA CONG TAC TS cHUC

CAPQUANLY| GAN VOI

CONG TAC TO CHUC

MyC TIEU

Céap cao GanvGiké |= Can thanh 1ap hay loai bod
hoach cap/phong/ban nao?
chién lugc

Phan quyén ra sao?

Ban hanh nhiing ché do, chinh sach
chung nhu thé nao?

Phan phé&i va chuyén giao cac nguén
luc cho cép dudi theo phuadng thuc
nao?

Cédptrung |Gan vGiké | =
hoach
chién thuéat

Nhiing hoat ddng nao can tién hanh?

Céach thic t6 chic cac hoat dong do
theo ti€n do qui dinh?

Phan céng quyén han va trach nhiém
nhu thé nao cho cap dugi?

S0 dung va phan bé cac nguén luc
cho phép ra sao?

Cdpcdsd |GAanvGiké |=
hoach tac
nghiép

Phan cong cong viéc cu th? (5W +
H)

Can nhiing phuong tién, diéu kién lam
viéc gi?

Qui trinh thuc hién va theo doi tién do
nhu thé nao dé bdo ddm nang suét,
chat lugng va trach nhiém cla mbi ca
nhéan la cao nhat?

GV: Truong T. Lan Anh (Khoa QLCN)
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Qudn tri hoc Pai cuong Chutong 5: Cong tdc t6 chiic
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Qudn tri hoc Pai cuong Chutiong 6: Céng tdc diéu khién

Chucng 6: CONG TAC PIEU KHIEN

1. KHAI NIEM

Piéu khién la chiic nang lién quan dén viéc Ianh dao,
déng vién va théng tin trong t6 chiic nhdm hoan thanh céac
muc tiéu chung cla t8 chuc.

2. LANH PAO (LEADERSHIP) VA PHONG CACH RA QUYET
PINH

2.1. Binh nghia

_ Lanh dao la qua trinh diéu khién, tac déng dén ngudi khéc
dé ho gbép phéan lam t6t cac coéng viéc, hudng dén viéc hoan
thanh cac muc tiéu chung da dinh cla té chuc.

_ Lanh dao |a chi dan, diéu khién, ra lénh va lam guong.

_ Lanh dao la lam cho céng viéc dugc hoan thanh mdt cach tu
giac bdi nhiing ngudi khac.

_ Lanh dao la tim cach 4nh hudng dén ngudi khdc dé dat dugdc
cac muc tiéu chung clla t6 chiuc (Harold Koontz & Cyril
O’Donnell).

= Ngudi lanh dao (leader) khac vdi nguoi quan ly (manager)
nhu thé nao?
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Qudn tri hoc Pai cuong Chutiong 6: Céng tdc diéu khién

Ngugi lanh dao (leader): hudng tdi “effectiveness”

= C6 mat 8 moi noi, ndm bat moi viéc, 1dng nghe moi ngudi,
nhung khéng lam thay viéc clia ngudi khac.

= Cdc phdm chét can thiét.
> Cd&i md, lac quan song cudng quyét;
> Diém tinh, bén bi d& 1am ch tinh huéng va theo déi muc tiéu;

> Trung thuc, gian di dé théng tin khéng léch lac va dudgc cong
su tin cay;

» Nhiét tinh

= Hudéng V& nhiing gia tri (values): giip moi ngudi hiéu “diéu
gi la dung, diéu gi la sai”.

= Phat hién, hiéu, va dung ngudi dung ché.

= CO uy tin lanh dao: khd nang anh hudng dén ngudi khac,
cam hoa va lam cho ngudi khéac tin tudng, tuadn phuc mot
cach ty giac.

- > Do quyén luc

|, > Do ph&m chét ca nhan

= Tinh tdo, nhay bén va hiéu biét thdu dao vé tam ly, giao t&
nhan su

= Chudn doan, phan tich nguyén nhan — hé qua hagp ly

= Biét ap dung phong cach lanh dao phlu hgp vdi cap dudi,
diéu kién bén trong va bén ngoai t6 chuc..
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Qudn tri hoc Pai cuong Chutiong 6: Céng tdc diéu khién

2.2. Phong cach lanh dao (Leadership styles)
Dinh nghia

La cach Ung xU, ra quyét dinh cla ngudi lanh dao trong
qua trinh thuc hién chic nang diéu khién (leading) cia minh.

NGUGI LANH DAO

A

Hudng dan Lang nghe

\ 4

NGUOI THUA HANH

Hinh 6-1: Hai chiic ndng chinh cta lanh dao

Cac cach tiép can khac nhau vé phong cach lanh dao

= Céac ly thuyét vé cé tinh bdm sinh cla ngudi lanh dao
(Trait/Attribution theories of leadership): cho rédng kha nang
lanh dao |a do t6 chdt bdm sinh hon ngudi ca vé thé chat, vé
nang luc (thé hién qua céac chi s 1Q) vé nhan cach va tam
ly (thé hién qua chi sé EQ).

= Cac ly thuyét vé tac phong/hanh vi lanh dao (Behavioral
theories of leadership): cho rang lanh dao khéng phu thudc
y&u t6 b&m sinh ma chi yéu la tdc phong/hanh vi dugc thé
hién, do dé cé thé dao tao dugc.

= Cac ly thuyét vé lanh dao theo tinh hudng (Contingency
theories of leadership): cho rang lanh dao khéng chi do t6
chat b&m sinh hay hanh vi dugc tao nén, ma con phu thudc
rat nhiéu vao cac yéu t6 tinh huéng khac nhau. Diéu nay
dugc thé hién qua tac dong tuong hd gilia cap trén va cap
dudi.
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Qudn tri hoc Pai cuong Chutiong 6: Céng tdc diéu khién

Cac moé hinh phong cach lanh dao

M6 hinh theo quan diém Thuyét X va Y vé ban chat con
ngudi (Mac Gregor)

BAN CHAT X

BAN CHAT Y

Ty ban chdt khong thich cong
Viéc

Ban chat U I, Iudi biéng, vo
trach nhiém va ich ky

An phéan va lanh dam véi nhu
cau clia td chiic

Mudn 1an tranh trach nhiém

Theo “chl nghia Mac-ke-no”!

Cang quen viéc cang quan tam
dén cong viéc

Ty minh gdn bd vGi cong viéc
dé dat duoc muc tiéu cla to
chiic

Sang tao va co trach nhiém

Lam viéc ¢6 nang suat véi mic
do kiém soat va de doa trling
phat t6i mic t6i thiéu.

Phong cach lanh dao sé Ia ...

Phong cach lanh dao sé Ia ...

Ngudi lanh dao can dat muc
tiéu kinh té

Giao phé cong viéc cu thé,
kiém soat va don déc thudng
Xuyén

Dung cac bién phap kich thich
bdng vat chat dé thac ddy cap
duGi lam viéc.

Dé ra cac ndi qui chdt ché,
thudng — phat rd rang

Ngudi 1anh dao can dat muc tiéu
kinh t€ va xa hoi

Bing céch tao diéu kién dé méi
nguodi: dugc théa muc tiéu riéng,
hoi nhdp muc tiéu riéng va muc
tifu chung cta doanh nghiép,
phat huy nang luc ca nhan =»
Kich thich su tu giac.

Lang nghe, khuy&n khich cap
duéi chli dong sang tao trong
cong viéc, tao cd hdi thang tién
=> Kich thich su tu chu.
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Qudn tri hoc Pai cuong Chutiong 6: Céng tdc diéu khién

= Phan bién: nhiing Gng x{& khac nhau & trén cla mot nha
lanh dao chi la thai d6 chi khéng phai l1a ban chat con ngudi.

= Thai do tich cuc hay tiéu cuc cla nhdn vién phadn anh
(reflect) thai d6 cua cdp trén khi déi x( vdi ho.

=> Thuyét Z (ctia William Ouhi, Nhat Ban): tao méi trudng.

M6 hinh Lanh dao — Tham gia (Vitor Vroom va Philip
Yeaton)

M6 hinh Mién lién tuc cua lanh dao (Robert Tannebaum
& Warren H. Schmidt):

Nha lanh
dao sir dung
quyén luc

<« 1. Nha Ianh dao tu quyét va chi cong bd quyét dinh
<« 2. Nha Ianh dao “rao ban” quy&t dinh clia minh
«— 3. Nha Ianh dao trinh bay y kién va hdi y kien moi ngudi

<« 4. Nha Ianh dao ra quy&t dinh thir nhung sin sang thay doi

| 5.Nha lanh dao trinh bay van dé, yéu cau gop y roi mdi ra quyét
dinh

<« 6. Nha lanh dao cho phép nhom ra quyét dinh trong gi6i han ma

lanh dao dé ra

<« 7. Nha lanh dao cho phép cap dudi lam theo chiic ning gidi han do
cap cao tryc tiép da dé ra

Cap dudi
tham gia
Hinh 8-2: Mién lién tuc cua phong cach lanh dao
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Qudn tri hoc Pai cuong Chutiong 6: Céng tdc diéu khién

M6 hinh Phong cach lanh dao theo muc dd tap trung
quyén lyc (Kurt Lewin)

Phong cdch POC Phong cdch DAN Phong cich TU DO
POAN (Autocratic) CHU (democratic) (Laissez-faire)
< >
“What to do”, “Whatever you want”,
“How to do” Sefl-control

Hinh 6-3: Ba phong cach lanh dao chu yéu

Thao luan:

> Phong cach nao tét nhat?

> Nhom hoat ddéng khéng can ngudi lanh dao dugc khéng?
(Leader substitution)

Cac phong cach lanh dao theo cac nha nghién culu cla
Pai hoc Michigan (My)

Tap trung vao san xuat ¢ ; Tap trung vao nhan vién
(Production centered) (Employee centered)

Thao luan:

> Cdc cap phong cédch trén cé déi choi nhau?
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Qudn tri hoc Pai cuong

Chutiong 6: Céng tdc diéu khién

M6 hinh Mang luéi clla Robert R. Blake & James S.
Mouton (Leadership grid): Trong vé CON NGUOI (tGic nhan
vién, tinh cam) hay la trong vé SAN XUAT (tuc cbng viéc,
nguyén tac).

Trong vé
CON
NGUOI
Cao

Thap

1, 9 “Cau lac bd Pong
qué” (Management
“Country club”)

1, 1 “Khac nghigt”

9, 9 “Dong doi”
(Management “Team
managers”)

5, 5 “Chuyén quyén nhan
ti” (Management
“Benevolent autocratic”)

9, 1 “Nguyén tic cong

(Management viéc” (Management
“Impoverished”) “Autocratic task”)
Thép Trong vé SAN XUAT Cao

Hinh 6-4: Mang Iuéi Lanh dao cla Blake & Mouton.
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Qudn tri hoc Pai cuong Chutiong 6: Céng tdc diéu khién

M6 hinh Lanh dao theo Mic dé trudng thanh cla cap
dudi (P. Hersey & K.Banchard, Dai hoc Ohio):

Nhiéu,
$3. HO TRG/THAM GIA | S2. GOI ¥/ KEM CAP
(FACILITATING/ (SELLING/COACHING)
Quan PARTICIPATING)
tam dén
CON
NGUGI
s4. UY QUYEN $1. CHi DAO
(DELEGATING) (TELLING)
” Quan tam dén CONG VIEC Nhigu
Trudng thanh Cao Cao Thap Thap
vé cbng viéc
Trudng thanh Cao Bién ddi Théap Cao
vé tam ly
MUc dd san IV. Nhiét | IIl. Dao II. V& |]. Bt dau,
sang cla NV tinh, tin | déng, mién mong nhiét tinh
cay cudng

Hinh 6-5: M6 hinh lanh dao theo muic d6 truéng thanh cua
cap duéi (c6 bd sung)
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Qudn tri hoc Pai cuong Chutiong 6: Céng tdc diéu khién

Mé hinh BPudéng dan dén muc tiéu (Path-Goal Model,
Robert House): theo nhom ly thuyét hanh vi, dya trén 2 bién
s& ngau nhién la dac trung cla céng viéc va dac diém cla
nhan vién.

Dic diém ciia nhan vién: Ddc trung ciia mai trudng.
= Nhu cau, = C4u trlc cong viéc (16 rang
= Nang luc, kinh nghiém hay khong ro rang)
= C4 tinh, kha ning bi kiém = H@ thdng quyén han dinh sdn
soat (locus of control) (Format authority)
= Nhoém lam viéc (co cdu, van
hoa nhom...)

/

Phong cach lanh dao:
Diéu hanh tryc ti€p (Directive behaviors)
HO trg (Supportive behaviors)
Tham gia (Participative behaviors)
Dinh hutng vao thanh tich (Achievement-oriented behaviors)

Hiéu qua cua Ianh dao:
Ning sudt cao
Su thoa man cla nhén vién
Ty 18 bo viéc thap

[t xay ra su bat binh

Hinh 6-6: M6 hinh Pudng dan dén muc tiéu cta lanh dao
(c6 bd sung)
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Qudn tri hoc Pai cuong Chutiong 6: Céng tdc diéu khién

M6 hinh Lanh dao theo Thuyét ngau nhién cla Fiedler
(Contingency theory):

Sy trudng
thanh cla
nhan vién

Cac yéu to

2 . Nhu cau cla
bam sinh

nhan vién

C4u tric cla

nhigm vy dinh tap thé

Mai quan hé
gitia lanh dao
vGi nhan vién

Ngudn goc
quyén luc cla
nha lanh dao

Hinh 6-7: Nhiing yéu té tinh hudng (contingency) anh
huéng téi hiéu qua clia ngudi l1anh dao (c6 bé sung)

Quan hé Lanh TOT XAU
dao - Cap dudi

Cau tric cong Cao Thap Cao Thap
viée

Quyén lue vi tri |Manh | Y&u |Manh | Yéu |Manh | Yéu | Manh | Y&u

Hinh 6-8: Mé hinh Lanh dao theo tinh huéng (Fiedler)
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Qudn tri hoc Pai cuong Chutiong 6: Céng tdc diéu khién

Lua chon phong cach lanh dao tuy thuéc vao:

= Pic diém cla nha quan tri: trinh dd, nang luc, quyén han
dugc giao, tdm hiéu biét, phdm chét, dong cd, su ky vong
vao cap dudi .. = Bién nguyén nhan.

= Pic diém cla nhan vién: trinh do, nang luc, muc dod trudng
thanh trong cong viéc, tdm hiéu biét, phdm chat, sy tan tam,
su mong dgi/nhu cau .. = Bién can thiép.

= Pic diém cla tinh huéng va cdng viéc: Mai quan hé gilia
ngudi lanh dao va cap dudi? Cau tric cbng viéc (ro
rang/khong rd rang)? Tam quan trong? Cap bach? Phuc
tap? Yéu cau bdo mat? Yéu cau tiéu chudn héa? Yéu cau
sang tao? Rui ro cao? V.v.. = Bién tinh thé.

K&t qua sau cung (bién phu thudéc) dugc mong dgi cla
viéc lya chon ding phong cach lanh dao: su théa man va né
luc mot cach tu gidc cha nhan vién hudng dén muc tiéu chung.

Thao luan:
> CoO mét phong cach lanh dao téi uu khéng?

» Ngbén ngd tiéng Viét “Thau tinh dat ly”: ngudi lanh dao
hudng tdi vi tri nao trén Mang IUdi Lanh dao (cia Blake &
Mouton)?

GV: Truong T. Lan Anh (Khoa QLCN) 11



Qudn tri hoc Pai cuong Chutiong 6: Céng tdc diéu khién

Nhing nguyén tac chinh vé van dé lanh dao trong
quan ly (Harold Koontz et al., Nhiing van dé cét yéu cla quan
Iy)

» Sy hai hoa cta cdac muc tiéu. riéng cua ting céd nhan &
chung cla t6 chic;

= Nguyén tac vé dong cd thic day: dap ung diung dong co ca
nhan trong hé théng quan ly;

= Nguyén tdc lanh dao: thé hién kha nang nam gil nhiing
phuadng tién dé dap Ging muc tiéu clia cac ca nhan;

= Su ré rang trong théng tin lién lac: phai lap ké hoach va
théng nhat céc tiéu chuan chung cho viéc trao déi théng tin;

= Su toan ven trong théng tin lién lac: nhat quan trong thong
tin bang I16i, bang van ban, thai do va hanh dong;

= Viéc s’ dung bé sung “t6 chic khéng chinh thic”: day la
hién tugng phai dudc chdp nhan, biét tan dung “t6 chuc
khéng chinh thic” dé chinh slia cac théng tin dugc hiéu sai
va cung cdp nhiing théng tin ma khéng thé gli mét cach
hiéu qua, nhanh chéng qua kénh thong tin chinh thic.
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Qudn tri hoc Pai cuong Chutiong 6: Céng tdc diéu khién

3. DONG VIEN (MOTIVATION)
3.1. Khai niém
Dinh nghia

La tao ra sy hang hai, nhiét tinh, ty giac co6 trach nhiém
han trong qua trinh thuc hién cbng viéc cla cép dudi, qua do
dat dugc muc tiéu chung moét cach hiéu qua cao.

Nhu cau

La trang thai cdm thay “thi€u” cai/diéu gi do.

Déng co lam viéc/Ddng luc

Khi nhu cau dudc dat trong diéu kién kha thi co6 thé dudc
théa man thong qua hanh déng = trd thanh dong co.

Bién thanh 12 nguyén nhén dan dén

Nhu cdu F——>| Mong mudn ——>| Théi thic ——>| Hanh dong

Nham dat dugc
_______ Nhu cau dugc thoa man |== '

Hinh 6-9: Chubi phan tng tao ra dong co
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Qudn tri hoc Pai cuong Chutong 6: Cong tdc diéu khién

_ Theo ly thuyét c&d dién (Taylor): déng cd lam viéc cla coéng
nhéan la ..

_ Theo ly thuyét tdm ly xa héi hay quan hé con ngudi (Mac
Greor, Maslow): ddng co lam viéc khéng chila $ ma con la ..

Su théa man (Satisfaction)

La cam hai long, hanh phuc khi nhu cau dudgc dap tng.

Rat kh6 nhan dang dugc déng co, nhung c6 thé do ludng dudc
muc do thda man clia ngudi lao dong.
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Qudn tri hoc Pai cuong Chutiong 6: Céng tdc diéu khién

3.2. Mot sé ly thuyét pho bién vé déng vién

Ba céch tiép can dé déng vién

= Tiép cdn theo nhu cdu (Satisfaction approach): thda man
nhu ciu dé déng vién;

= Tiép cdn theo su ky vong (Expectency approach): tao nén
su ky vong dé dong vién;

= Tidp c4n theo miuc dé cung cé/tang cudng hanh vi
(Reinforcement approach): hé qua (tich cuc hoac tiéu cuc)
c@ia hanh vi 6 qua khi sé cling c6 thém/tang cudng hanh vi
& tuong lai.

Thuyét 5 cap nhu cdu cta Maslow (Needs hyerarchy)

Gia thuyét co sé:

Khi mét nhu cau dugc thdoa man = khong con la yéu to
dé dong vién niia;

Mudn déng vién cé hiéu qua: can biét cap dudi clia minh
dang & cap bac nhu cau nao;

Con ngudi sé lan lugt trdi qua cac cap nhu cau khi nhu
cau trudc da dudgc thda man. Tuy nhién ban chat lau dai
clia qua trinh dong vién la can chu trong dén cac nhu cau
bac cao.

C6 nhiéu c4ch dé thdba man cac nhu cau bac cao hon céac
nhu cau bac thap.
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Qudn tri hoc Pai cuong Chutiong 6: Céng tdc diéu khién

Thuyét E.R.G (Clayton Alderfer)

Con ngudi deo dudi 3 nhu ciu cd béan:

= Nhu cdu tén tai (Existance): tuong ting v3i nhu cau sinh ton,
nhu cau an toan;

= Nhu cdu c¢6 méi quan hé (Relationship): tuong ung vdéi nhu
cau quan hé xa hdi va mot phan nhu cau ty trong/dugc ton
trong;

= Nhu cau phat trién (Growth): tuéng tng vGéi mot phan nhu
cau ty trong/dudc tén trong va nhu cau tu thé hién minh.

= Su khac biét so véi Thuyét cta Maslow.

= Con ngudi c6 thé cung mét luc
theo dudi viéc théa man nhiéu
nhu cau chd khong chi mot nhu
cau nhu Maslow;

= Khi mdt nhu cau nao doé bi can tré
khong dugc thdéa man thi con
ngudi cé xu huéng dén nd luc cla
minh sang thod man cac nhu cau
khac.

Thuyét nhu cdu cda Atkinson & McClelland

Moi ngudi déu cé nhu cau vé su thanh dat, quyén luc va
su héi nhdp = tudng UGng véi nhu cau bac cao clia Thap
Maslow.
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Qudn tri hoc Pai cuong

Chutiong 6: Céng tdc diéu khién

Mé hinh hai yéu té6 déng vién (Hezberg): xem xét méi
trudng lam viéc va ban than céng viéc = su théa man.

CAC YEU TO DUY TRI

CAC YEU TO DONG VIEN

= Chinh sach cla cong ty va su
quan ly ctia cong ty.

= Luong béng va phic Igi.

= Chat lugng cla viéc kiém tra.

= Diéu kién lam viéc.

= An toan, yén than trong cong
viéc.

= Pija vi.

= Cudc sOng ca nhan.

= M0i quan hé vGi dong nghiép.

= Cam giac hoan thanh cong viéc,
nhan dang dugc khi cbng viéc
dugc hoan thanh,

= TAm quan trong clia cong viéc,
y nghia cla thanh tuu.

= Y nghia clia cac trach nhiém.

= Cd hoi dugc cip trén nhan biét,
cd hoi thang tién, su cdng nhan.

= Vién canh clia nghé nghiép.
= Sy thach thic ti cong viéc.

=> Lién quan dén quan hé giiia
¢4 nhan va to chife, mai trudng,

=> Lién quan dén tinh chat cdng
viéc, nbi dung céng viéc, su céng

pham vi ma céng viéc dugc thuc
hién.

nhén, va tac déng tam Iy xa hgi.

Tac dong:

= Khi CO cic yéu t6 duy tni:
khong c6 su bat man, nhung
cling khong tao hung phdn lam
viéc tot han. *

= Khi KHONG ¢6 cac yéu 16 nays|

cd bat man, dan dén thai do
tiéu cuyc (chan nan, pha hoai,
dinh cbng...)

Tac déng.

= Khi CO céc y&u t6 dong vién:
thdéa man, hung phan lam viéc
(hdng hai lam viéc, co trach
nhiém hon, chl dong, sang
tao...).

s Khi KHONG co cac yéu t6 nay:

khong hung phan lam viéc,
nhung cling khdng cé bat man.
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Qudn tri hoc Pai cuong Chutiong 6: Céng tdc diéu khién

Mé6 hinh sy Mong doi/su Ky vong (Expectency Model)

- Mic dd SAY ME Mic do KY VONG
DONG (gia tri clia phan DAT DBUGC KET

co thuding khi thyc QUA cong vigc
thic | = | hientftcong | * | dugc giao (Tinh
day vigc) hign thyc, kha thi)

M6 hinh sy céng bang (Equity model, J. S. Adams)

K&t qua cla ban than K&t qua cla ngudi khac

Su cong hi€n clia ban than Su cong hién clia ngudi khac

CONG BANG
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Qudn tri hoc Pai cuong Chutiong 6: Céng tdc diéu khién

MGT SO UNG DUNG LY THUYET NHU CAU TRONG THUC TE

= Thiét ké va bé tri céng viéc: viéc ding ngudi, ngudi ding
Viéc.

= Lam giau céng viéc (Job enrichment). tang sy thach thuc,
tang quyén han, tang moi quan hé giao ti€p, tang tam quan
trong, tang kha nang do ludng dugc va nhan dang dugc
muc do hoan thanh, v.v..

= MG réng céng viéc (Job enlargement). gop nhi€u cong viéc
lam mot, mG réng qui mo, pham vi thuc hién va tdm &nh
hudng, v.v..

= Luan chuyén céng viéc (Job rotation): dinh ky thay déi vi
tri cong viéc dé gidm sy nham chan va tang nang luc da
nang clla nhan vién.

= Thoi gian lam viéc linh hoat
= Tudng thudng (rewarding) va sy céng nhan (recognition)
= Sy tham gia cGia ngudi lao dong (total involvement)

= Pai ngd phi tai chinh: chat lugng can tin, tram y t&, nghi
giia gid, thdi gian biéu linh hoat, lam viéc “tU xa” (tele-
working & e-management), tai trg dao tao, dai tho nghi
phép & hoat ddng xa héi, cac dich vu hd trg gia dinh (nha
tré co quan, td lanh cd quan, siéu thi mini cd quan, béac si co
quan ..)

= Lién hé mé hinh Lam phong phu céng viéc cia Hackman-
Oldham (Tai liéu tham khao [2]: trang 299): Nhiing dac trung
chll yéu clia cong viéc.
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Qudn tri hoc Pai cuong Chutiong 6: Céng tdc diéu khién

Mé hinh Cung c6/Tang cudng hanh vi (Reinforcement)

!

Tac nhan kich thich
(Tinh hudng)

|

ing ¢6 hanh vi tuany
lai:
» Tiéu cuc: lam sai =

Phan (ing ky ludt phat;
(Hanh vi) = Tich cuc: lam diing
= tuyén duong,
l thudng, thang tién;
Hé qua = Triét tiéu: lam sai =

khong dugc thudng;
lam dung =» khong
bi phat.

(ThuGng hay phat)

|

Hanh vi tuong lai

Hinh 6-10: Qua trinh clng cé/tdng cudng hanh vi
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Qudn tri hoc Pai cuong Chutiong 6: Céng tdc diéu khién

4. THONG TIN TRONG QUAN TRI (COMMUNICATION)

4.1. Khai niém

Théng tin/truyén thdng: chuyén giao va hiéu dugdc y nghia.

(1) Nguon thong | | (2) Thong diep | [ (3) Mahea| | (#) Mach
: m—— == . ——> chuyén -
tin - sender - message - encoding .
/.\ transmiting

(7) Thong tin phan ﬂ
hoi vé tinh hinh thuc
hién - feedback (6) Ngudi nhan (5) Gidi ma
- receiver - recoding
—_

Hinh 6-11: Qua trinh théng tin gilia cac ca nhéan

4.2. Hinh thuc théng tin

LOI NOI: théng dung nhat, bing din van, trao ddi,
thao ludn, ri tai, du ludn ..
Thong tin nhanh, cé kha ning phan hoi;
D& bj sai l&ch chd quan = “tam sao that bon”!

CHU VIET: biing vdn ban, thu tir, gidy 10 ..
RO rang, kiém soét dugc, tranh sai léch trong qua
trinh truyén dat, luu trt dugc =» “bat sa ga chét”!
Kém phan hdi hon, mat thai gian, rli ro that lac ..

NGON NGU KY HIEU (signs) & BIEU HIEN (body

language): bang cif chi, thai do, vé mat, diu hiéu ..

= Nhanh chdng dugc tiép thu, tdng gia tri biéu cam
cla 10i ndi ... = “xem mit bat hinh dong”!

= Anh hubng bGi vdn hoa khdc nhau = “bang mat ma
khong bang 1ong”!
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Qudn tri hoc Pai cuong Chutiong 6: Céng tdc diéu khién

> “Tram NGHE khéng bang moét THAY, tram thdy khéng bang
mét ..??7?

4.3. Cac kénh théng tin trong té chtic
Théng tin chinh thic: theo cdp hé trong cd céu té chtc.

= C6 ngudi céng khai nhan trdch nhiém vé su chinh xac cla
théng tin

Théng tin khéng chinh thdc: théng qua giao luu, trao déi
gilia cac nhom, & kip v.v..dé dap ung nhu cau giao tiép xa hoi.

=> Thé hién ré6 nhat khi ngudi cung cdp théng tin khéng quan
tdm dén viéc chiu trach nhiém vé su chinh xac cla théng tin.

Chiéu théng tin

_ Trao déi théng tin hang doc (vertical communication):

= Thong tin tU trén xudng (downward communication):
khéng bat budc phai giap mat va bang 13i, cé thé bang
cac cOng van yéu cau (but 1&énh), thong bao, chi thi v.v..
= da phan la chinh thuc.

= Thoéng tin tu dudi Ién (upward communication): cac bao
cdo, sang kién, dé xuat, phan hoi y kién v.v.. = tuy thudc
vao van hoa t8 chuc, da phan la chinh thic.

_ Trao déi théng tin hang ngang (horizontal communication):
trao ddi gilia cac déng nghiép, viia chinh thic via khéng
chinh thiic & c6 thé lam thuan Igi cho céng viéc, ciing c6 thé
gay hiéu lam, r&i loan théng tin hang doc (du luan, tin dén..).
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Qudn tri hoc Pai cuong Chutiong 6: Céng tdc diéu khién

Mang théng tin

%g'f%% RS

ong tron

DAy chuyén chir Y
Pl mach

Hinh 6-12: Cac dang mang théng tin
Kénh théng tin
= Noi chuyén truc tiép (face-to-face), internet conference;
= NO&i chuyén qua dién thoai;

= Truyén thong viét: thu tu (viét tay), van ban danh may, fax,
email, ban tin, bang théong bao, v.v..

= Truyén théng sé liéu (data): bang biéu, dé thi, biéu dé, v.v..

= Truyén théng hinh anh, ky hiéu: hinh vé&/chup, poster,
banner, band-role, v.v..

= Truyén théng biéu hién: ngdén ngii cd thé (body language),
khoang céach (space), dién mao, v.v..
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Qudn tri hoc Pai cuong Chutiong 6: Céng tdc diéu khién

=> Phoi hgp cac kénh thong tin

Thao luan: Nhing kénh théng tin chinh thdc va khéng chinh
thuc nao dang dugc sU dung trong cdac doanh nghiép Viét
Nam?

Su lan truyén & bdo mat théng tin
Uu va nhugc diém cla su lan truyén théng tin?

C6 nhing phuong phdp ndao kiém soat duoc su lan truyén hay
khéng?

Co nhiing phuong phdp bdao mat théng tin nao?

=> Gili bi mat thong tin 1a mot cach tang thém quyén luc!

4.4. Nhiing tré ngai trong qua trinh thong tin
= Thi€u k& hoach dai vai théng tin lién lac.
= Nhiing gia thiét khong dugc lam ro.
= Sy map md vé ngili nghia.
= Céc thong tin dugc dién ta kém.
= Sy mat mat do truyén dat théng tin va ghi nhan kém.
= Viéc lAng nghe va danh gia voi va (qui chup)
» Sy khdng tin céy, de doa va sg hai
= Thdi gian khéng dl cho su diéu chinh dé thay déi.

= Lam cdch nao dé vugt qua nhiing tr ngai trén?
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Qudn tri hoc Pai cuong Chutiong 6: Céng tdc diéu khién

4.5. Quan tri thong tin
Muc dich

Vuct qua nhiing trd ngai trén, kiém soat viéc trao doi théng tin
phuc vu cho muc tiéu chung cla t6 chiic & Théng tin c¢6 hiéu
qua han.

Diéu phéi dong théng tin
= Giao théng tin ding muc tiéu cho cap dudi

= Thiét |ap tiéu chudn ch&p nhan théng tin tSi: phai c6 dong,
c6 ngudi chiu trach nhiém vé thong tin (nguon)..

= Phan loai théng tin, sap x&p uu tién

Khuyén khich su phan héi

= P&t cau hodi (t& nhi) theo cach khac dé kiém tra ngudi ti€p
nhan cé hiéu ding van dé hay khéng

= Quan sat thai dé, khuén mat, cac ngbébn ngi phi I&i néi khac
dé danh gid dung muc trudc khi 4p dung cac bién phap
khuyén khich phan héi.

Don gian héa ngén ngir
= Nguyén téc K.I1.S.S

= Dung ngbn ngli phu hgp vaGi ngudi nghe = “Ndi sao cho
ngudi ta nghe\”
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Qudn tri hoc Pai cuong Chutiong 6: Céng tdc diéu khién

Tich cuc lang nghe

= Tap trung, thién chi, phan hoi = “Nghe sao cho ngudi ta
noi’’.

= Pat minh vao vi tri ngudi néi dé hiéu dugc ndi dung théng
diép dung tinh hudng.

= Canh giac vdi cac yéu té co thé gay nhiéu khi nghe.

Han ché cam xuc

= Khong phéan tadm vi nhing suy nghi
khac.

= Tam ngling cho dén khi c6 thé binh
tinh tré lai.

= Han ché& cdm xuc clia ngudi ti€p nhan
thong tin.

S’ dung nhiing tin hiéu khéng bang Idi

= B8 sung cho I5i néi, tdng tinh biéu cadm trong dién dat khién
ngudi nhan thong tin ti€p thu y tuéng nhanh chéng.

= CA&n than sy khéac biét vé mat van hoéa, su ngdm hiéu vé cac
ngdn ngl khéng I5i dé tranh hiéu l1am.

SuU dung du luan
= Nha quan tri chd dong tham gia vao du luan.

= Phat hién kip thdi xu hudng sai lIéch bat Igi trong du luan.
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Qudn tri hoc Pai cuong

Chutiong 6: Céng tdc diéu khién

5. CONG TAC PIEU KHIEN TRONG HOAT PONG QUAN TRI

NGUON NHAN LUC

5.1. Muc tiéu cta quan tri nguén nhén luc

= SU dung c6 hiéu qua ngudn nhan luc nham tdng ndng suéat

lao déng va hiéu qua hoat déng clia té chtic.

= Pap Gng nhu cadu ngay cang cao cla nhan vién, tao diéu
kién cho nhan vién dugc phat huy téi da cac nang luc ca

nhan.

Céc chuc ndng cua quan ly Nhan su/Ngudén nhén luc

nang thu hat

(" Nhédm chuc )

ngudn nhan
lic (NNL)

: : N J
C@C CHL!C - : —
NANG CUA Nhom chuce
QUAN TR .| nang dao tao

NGUON & phat trién
NHAN LUC NNL

- %
Nhom chuc
nang duy tri

NNL

‘

|

Hoach dinh
nguén nhan luc
Phan tich céng
viéc

Tuyén dung

Dao tao

Phét trién nhan
vién

Danh gia nang
luc thuc hién
céng viéc

Tra luong

Khen, thudng,
khuyén khich,
dong vién

Quan hé lao déng
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Qudn tri hoc Pai cuong Chutiong 6: Céng tdc diéu khién

Qui trinh Quan ly Nhdn su/Ngudén nhén lyc

Hoach dinh Tuyén dung - Huéng dan
> y 9 > 9

NNL NS mai

Tuyén chon NS

I

Quan ly quan hé
lao dong & bién ¢ Quan ly thi lao : Pao tao &
déng NS

& dai ngd NS phét trién NS

Hinh 6-13: Qui trinh téng quat vé quan Iy nguén nhan luc

5.2. Cac nguyén tac co ban khi thuc hién chiic nang diéu
khi€n trong cac hoat déng quan tri nguén nhan luc

Phai cé mot TRIET LY rd rang vé hoat dong cia t8 chic:
Phai tén trong sy CONG BANG va luén 16 ra cdng bang;

Cung cdp dd THONG TIN cé lién quan cho ngudi lao
dong;

Phai lam cho ngudi lao dong cam thdy XUNG DANG va
cé VAI TRO trong t6 chuc;

Phai dé ngudi lao dong hleu ring QUYEN LOI ho nhan
duoc 1a KET QUA PHAN PAU cla ho, khéong phai la ho
dudgc cho;

Phai lubn quan tam dén THAI PO phan Ung, tam tu
nguyén vong cla ngudi lao dong.
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Qudn tri hoc Pai cuong Chutiong 6: Céng tdc diéu khién

Thao luin:

B6 phan Quan ly Nhdn su (HRM) ctia doanh nghiép c¢é phai la
noi chiu_trdch nhiém hoan toan déi vdi nguén nhén luc cua
doanh nghiép minh hay khéng?

Dual responsibility

5.3. Su cing thang trong céng viéc (Work stress)

La trang thai cang thang do ding truéc nhiing cd hoi va mai
de doa (thudng la nhiing ap luc tu cdng viéc) ma ngudGi do
khéng chac chin dugc kha nang xU ly vSi nhitng vadn dé nay
mot cach hiéu qua.

Nguén géc su cdng thang trong céng viéc quan ly
(Managerial stress)

= Mau thuan vé vai trd (Role conflict): nha quan ly phai dam
nhan nhiéu vai trdo khac nhau = doi hdi nhiing hanh vi mau
thuan véi nhau.

= Khong rd rang vé vai tro (Role ambiguity): nha quan ly
khéng hiéu minh phai chiu trach nhiém téi dau? Pugc quyét
dinh dén phan nao? V.v..

» Qué tai cong viéc (Work overload): nha quan ly phéai dam
nhan nhiéu trach nhiém, nhiém vu cung mot ltc vugt qua
kha& nang chuy&n mén hoac tdm han kiém soéat .
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Qudn tri hoc Pai cuong Chutong 7: Cong tdc kiém sodt

Chucng 7: CONG TAC KIEM SOAT

1. KHAI NIEM

1.1. Dinh nghia

La mdt nd Iuc cd hé théng dé thiét lap
nhiing tiéu chuén, nhiing hé théng
phan hoi nham do luéng va so sanh
thuc té véi dinh mic da dé ra trong ké
hoach, va bdo dam rang nhiing nguén
luc da va dang dugc s dung c6 hiéu
qua nhat trong viéc dat dén muc tiéu

v chung cla t6 chuc. (Robert J. Mockler,
The management control process).

Céng viéc cu thé:
= Po ludng két qua thuc té
= Phat hién sai léch so vGi k& hoach
= Tim ra nguyén nhan;

= Pua ra bién phap chan chinh kip th&i, qua d6 dam béo
hoan thanh muc tiéu cla té chic.
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Qudn tri hoc Pai cuong Chutong 7: Cong tdc kiém sodt

1.2. Cac hé théng kiém soat chinh trong doanh nghiép:

= Kiém soat nhan sy: danh gia thanh tich, luu trii ho so,
ERP (Employee Retaining Planning), EAP (Employee
Assistance Planning)..

= Kiém soat tai chinh: cac ty s6 tai chinh, ngan sach ..
= Kiém soat tac nghiép: MRP |I, PERT, JIT (Kanban) ..
= Kiém soat théng tin: MIS, DSS, SIS (Strategic), GIS, ..

= Kiém soat téng thé: ERP (Enterprise Resource
Planning), SAP R/3..

1.3. Y nghia cta chiic ning kiém soat trong quan tri

= Nha quan trj biét dugc t6 chlc minh
dang di dén dau? Co dung véi trong
k& hoach hay khéng?

= Nam bat tién dé va chat lugng thuc
hién cong viéc clha cap dudi

= Xac dinh va du doan nhiing chiéu
hudng chinh cung véi sy thay déi can thiét clia cac yéu
t6 bé&n ngoai va bén trong nhu: thi trudng san pham, tai
nguyén, tién nghi, co s& vat chat, ky thuat va dudng 16i
chinh sach,v.v..

= Xac dinh nhiing nhugc diém va sai léch trong cac chuc
nang, cling nhu trong cac hoat déng clia cac dan vi truc
thudc, dua ra bién phap chan chinh kip thai.
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Qudn tri hoc Pai cuong

Chutong 7: Cong tdc kiém sodt

2. TIEN TRINH KIEM SOAT VA MOT sO YEU CAuU D6l VGl VIEC
XAY DUNG CG CHE KIEM SOAT

2.1. Tién trinh kiém soat

Quad trinh kiém soat Ia mét hé théng phan héi

Két qua
mong
muén

|

-

Thuc hién su
diéu chinh

-

Két qua
thic té&

—

Do luGng

—

Pua ra
chuang trinh
diéu chinh

-

Phan tich
nguyén nhan
clia sai léch

i

So sanh véi
tidu chudn

—

Phat hién
sai léch

Hinh 7-1: Qua trinh phan héi

> Kiém sodt khéng chi dung lai & viéc phan dnh hién trang va

lam co sé dé danh gid thanh tich.
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Qudn tri hoc Pai cuong

Chutong 7: Cong tdc kiém sodt

Quad trinh kiém soat la mét hé théng diéu chinh

.

BuGc 1: Xac dinh
tiéu chuan kiém <
soat

\/ [ -

Budc 2: Po luGng
viéc thuc hién <
(thanh qua)

\/ .

Budc 3: Diéu )
chinh sai léch

Tiéu chuan kiém sodt: 1a nhifng ¢t mée dé danh
gid & kiém soat cap dudi: thuong & nhiing ehi tiéu
hay muc tiéu cu thé dugc néu trong ké hoach; tuy
thudc vao dac tinh cia cdp dudi.

Tiéu chuan kiém sodt phdi: mang tinh hién thue;
phan dnh ding ban chat cia cdp dudi (doi tugng bi
quan tri), phan dnh bao quat cdc mdt co ban cua
doéi tugng; dé dang cho viéc do ludng.

CG thé dinh tinh hodc dinh lugng.

Can cu trén tiéu chudn da xdc dinh: cd thé do truc
tiép (nhiing hoat déng dang xdy ra hodc da xay ra),
hodc do lidng trudc (sdp xdy ra).

Hiéu qua tuy thudc vao phuong phdp do ludng
(cdch thic thuc hién & cong cu do) = khd nhét
déi vdi cdc tiéu chudn dinh tinh hay con mang tinh

[T I8

mo-;
Két qua do ludng nham phét hién ra sai léch.

Phén tich nguyén nhan sai léch (Cong cu: biéu do
nhan — qua v.v..);

Dé xuét chuong trinh diéu chinh su sai léch;

Tién hanh diéu chinh su sai léch.
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Qudn tri hoc Pai cuong Chutong 7: Cong tdc kiém sodt

2.2. M6t s6 yéu cau doi véi viéc xay dung co ché kiém soat

Yéu cau vé mdt chat lugng

= Can cU trén ké hoach hoat dong
clla doanh nghiép va theo cép béc
cla déi tugng dudc kiém tra.

» Theo ddc diém ca nhan clia nha
quan tri nham dat hiéu qua cao
nhat trong thu thap thong tin.

= Kiém tra tai nhiing diém trong yéu
(critical points) ddi véi hoat dong téng thé cla doanh
nghiép.

= Viéc kiém tra phai khach quan < kho thuc hanh, dugc
thé hién qua quan diém cla ngudi kiém tra, phuong phap
va tiéu chi danh gia.

= Hé théng kiém tra phai pha hgp véi bau khéng khi cla
doanh nghiép.

= Viéc kiém tra phai tiét kiém, vai trd clia cdng viéc kiém
tra phai tuong xuing vdéi chi phi clia nd = kho thuc hanh.

= Viéc kiém tra phai dua dén hanh déng.
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Qudn tri hoc Pai cuong Chutong 7: Cong tdc kiém sodt

Yéu cau vé mat hiéu qua

= Nhiing diém trong qué trinh thuc hién
nao phan anh rdo nhat muc tiéu ctia don
ﬂD) vi minh?

= Nhiing diém nao phan anh rd nhat tinh
trang khéng dat dugc muc tiéu?

= Nhiing diém nao la diém do ludng t6t nhat su sai Iéch?

= Nhiing diém nao la diém dé nha quan tri biét dugc ai la
ngudi chiu trach nhiém vé su that bai?

= Tiéu chudn kiém tra nao it tén kém nhéat? (vi du: tiéu
chuédn vat chat, tiéu chudn phi t6n, tiéu chuédn suéat thu
IGi, tiéu chuén doanh thu, tiéu chudn chuong trinh, tiéu
chu&n vé hinh (sy tin nhiém, Gng hd, ua thich, trung thanh
V.V..)

= Tiéu chudn kiém tra nao c6 thé thu thdp théng tin can
thiét ma khong phai tén kém nhiéu qua?

= Uu tién: kiém tra diém trong yéu.

Vi du: hé théng HACCP trong kiém soat vé sinh thuc pham;
kiém tra diém nguy hiém trong xay dung cau dudng v.v..

Thao luan: Hé théng tu kiém soat?
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Qudn tri hoc Pai cuong

Chutong 7: Cong tdc kiém sodt

2.3. Cac cap bac quan trj va van dé kiém soat

Quan tri cap cao

Quan tri cap

Quan tri cap

trung o sG
VEé phuong | = Ki€m soat gian Kiém soét = Toan bo 12
thife kiém tiép (qua so sach, | truc tiép kiém soét
1 bdo cdo.. . truc tié|
soét ) Két hop mot jc tiep
= K& hgp mot phdn |  phan kiém tra
ki€m tra truc tiép gian tiép
VE loai hinh | = Ki€m sodt ludng Kiém soét = Kiém soat
kiém soat trudc hién hanh 13 hién hanh 13
, , chll yéu chl yéu
= Kiém tra sau khi y y
thuc hién
Vé trong = M6i truding Nhan sy = Nhan su
fam KIéM | . 7ai chinh & ngan |= Tdc nghigp | = Téc nghigp
bl sach
277

= 777
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Qudn tri hoc Pai cuong

Chutong 7: Cong tdc kiém sodt

3.TONG QUAN VE MOT SO LOAI HINH & CONG cU KIEM SOAT

3.1. Phan biét cac loai hinh kiém séat

PHAN LOAI

DAC DIEM

Kiém soat luong
trude
(feedforward
control, trugc khi
thuc hién) =
mang tinh chét
du phong

Tién liéu cac van dé co thé xay ra trong tuong lai =
“Phong bénh han chita bénh”.

Gitp doanh nghiép chl déng d6i pho v6i nhiing bat
tric c6 thé xay ra, cling nhu chd dong tranh sai 1am
ngay tu dau.

Hudng vé tuong lai. Vi du: du bdo nhu cau va ké
hoach xic tién ban hang (sales promotion), phan tich
sd d0 mang PERT, k& todn “khodn phai thu” “khoan
phai trd”, va theo ddi “ng khé doi”, v.v..

Kiém soat hign
hanh (concurrent
control, trong khi
thuc hién)

Gidm sat truc tiép sudt qua trinh;

Nam bat kip thdi nhiing l&ch lac, khé khan dé hiéu
chinh ngay trong qua trinh

Kiém tra truc ti#p: quan sat & danh gia tai chd
Phan mém hd trg (MRP, MRP I, ERP, SAP, ..)*

Kiém soat phan
hoi (feedback
control, sau khi
thuc hién)

So sanh v6i muc tiéu da dé ra trong hoach dinh: co
hoan thanh cong viéc hay khong? Néu khong thi
nguyén nhan do dau?

Rat ra bai hoc kinh nghiém cho nhiing 1an sau.

Gillp cai tién déng co thic ddy nhan vién (employee
motivation) lam viéc tot hon.

Nhugc diém: do tré vé thdi gian I6n = “Mat bd méi
lo lam chudng”.

(*) MRP: Material Requirement Planning
ERP: Enterprise Resources Planning

PERT: Program Evaluation and Review Technique

MRP II: Manufacture Resources Planning
SAP: System Application Planning
JIT: Just In Time
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Qudn tri hoc Pai cuong Chutong 7: Cong tdc kiém sodt

3.2. M6t s6 céng cu kiém soat
Ngan sach

—> = VUa la céng cu lap k& hoach (hoach dinh tac
nghiép)

— = \/Uia la cong cu kiém soat = Tao diéu kién dé
chuyén giao quyén han mét cach thuan Igi

han.
Ngan sach THU Hiéu qué cao Ngéan sach lgi
Ngan sach CHI (Efficiency) nhuan (SUé’t thu 1gi)

M& roéng:

> Ngén sdch, néu hiéu theo nghia tién mat thi chi 1a moét loai
quy nguén luc (vé tai chinh) cla céng ty.

> Ngan sach nén dugc hiéu réng hon la cdc quy nguén luc
khdc (resources) cla cbéng ty nhu quy thoi gian (timing
recource), khéng gian, co s6 ha tang, nguyén vét liéu,
may moc thiét bi (physical resources), nhan Iluc (human
resources), moéi quan hé (network) v.v.. déu la nhiing yéu
16 ¢6 gidi han can dugdc hoach dinh si dung va kiém sodt.

=>» Phan tich tai chinh: cén cud trén cac ty so tai chinh nhu cac
ty s6 biéu dién kha nang trd ng, biéu dién kha& nang sinh 16,
bi€u dién hiéu qua kinh doanh.
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Qudn tri hoc Pai cuong Chutong 7: Cong tdc kiém sodt

Phén tich théng ké

_ Nguyén tic chinh: dua vao sé liéu quéa khd (historical data)
dé tim didc diém va du bdo cho mot khoadng thdi gian sap tdi.

= MO0i lién hé gilia cac yéu to trong qua trinh
L g0 / ti€n trién cong viéc;
Dac diém g Vvie

E = Tinh qui luat cha qua trinh;
= P sai léch so véi cac tieu chuan da dat ra

trong k& hoach

= Sy tién trién cha van dé can gidi quyét;

= Thdi diém can c6 tac dong dé gidi quyét

Du bao LT . o
van dé, hiéu chinh sai léch;

= Thdi diém can xac lap méi/hiéu chinh lai
muc tiéu cho phu hgp diéu kién moi
truéng haon.

Cac bao cao phéan tich chuyén mén

Cac chuyén gia (thuéng la cac phong/ban chuyén mén, hoac
cong ty tu van doc lap vé chuyén moén dd) tham gia tim, nhan
dang van dé, phan tich ti géc do chuyén moén khach quan, va
dé xuat cai thién.
» Phan tich thai dé/sy théa man cla ngudi lao dong
(employee survey)

> Phan tich kiém toan ndi bd (internal auditing)

> Phan tich chuyén giao va tiép thu céng nghé
(technological acquiring) ..

GV: Truong T. Lan Anh (Khoa QLCN) 10
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Quan sat ca nhan (Kiém tra hanh vi)
Theo sat qua trinh dé phan hdi kip luc.
Dé mang yé&u t6 chl quan.

= Tiéu chuén kiém tra khi quan sat phai dudc cdng bd: rd
rang, khach quan, cu thé, va do ludng dugc.

= Can c6 phan héi k&t qua kiém tra.
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