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Nghién ctru nham van dung thé diém cén bang (Balanced
Scored Card - BSC) tai Cong ty C6 phan Khu Cong nghiép Nam
Tan Uyén (NTU) dua trén bdn khia canh cbt 15i 1a Tai chinh;
Khach hang; Quy trinh ndi bd; Pao tao va phat trién, véi cac
trong s6 va cac yéu t6 cau thanh. Phuong phap nghién ctru dinh
tinh théng qua phong van chuyén gia va phuwong phap Delphi; két
hop véi phuwong phép nghién ctru dinh luong bang viéc khao sat
dé danh gia mirc d6 hai long cuia khach hang, cing viéc phuwong
phap théng ké phan tich dé khai thac dit lidu thir cap. Nhom tac
gia st dung két qua hoat dong san xuat, kinh doanh 2019, danh
gia viéc thuc hién chién luoc cia NTU theo BSC, qua d6, nhan
dién duoc cac yéu té va mirc do tac dong cua ting yéu t dén qua
trinh thyc hién chién lugc ciia NTU. Nghién ciru cung cip thong
tin hiru ich dé NTU xay dung cac giai phap cu thé, pht hop nham
nang cao hiéu qua cong tac quan tri chién luogc.

ABSTRACT

The research aims at applying the Balanced Scored Card-
BSC for Nam Tan Uyen Joint Stock Corporation (NTU) based on
four main perspectives: Financial, Customers, Internal Process,
Learning and Growth, with their ratios and components.
Qualitative research through expert interviews and Delphi
method, together with quantitative research by surveying and
analyzing customer satisfaction, together with statistical analysis
method to explore secondary data were conducted. The authors
used business results in 2019 to evaluate the progress of implying
NTU strategy following BSC method, then identifying the main
factors and measuring the affects of each factor on the implying
NTU strategy. The research provides the useful information for
NTU to build up specific and appropriate solutions to enhance
strategic management activities.
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1. Tong quan

Doanh nghiép hoat dong kinh doanh trong bdi canh toan cau hoa can lya chon va van
dung chién lugc ding dén, va c6 nhirng chinh sach cu thé dé khong di chéch hudéng so véi chién
luge dd dé ra. Hé thong “Thé diém can bang” (BSC), mot hé thdng tién tién dé do luong hiéu
sudt cia mot doanh nghiép dua trén bon khia canh chu yéu, da lot vao top 10 cong cu quan 1y
dugc st dung rong rii nhat trén thé gisi, gitp cac doanh nghiép chuyén tim nhin chién lugc
thanh nhitng muc tiéu va thude do cu thé.

NTU la don vi thanh vién ctia Tap doan Cong nghi¢p cao su Viét Nam (Vietnam Rubber
Group - VRG), dugc thanh 1ap theo Nghi quyét Dai hoi cd dong ngay 24/12/2004. NTU c¢6 dién
tich 332ha, ting budc dugec mé rong 1én 966ha, nam & phia Nam cia thi xd Tan Uyén, cach
trung tim thanh phé H6 Chi Minh hon 30km vé huéng DPong Bic. Cac hoat dong kinh doanh
chinh ctia NTU gom: dau tu xdy dung va kinh doanh két cau ha tang k¥ thuat Khu Cong Nghiép
(KCN); thi cong xay dung cong trinh céng nghiép, dan dung, giao thong, cau duong, san 14p mat
bang, kinh doanh nha &, cho thué vian phong, nha xudng, nha kho, bén bai; hoat dong thu gom va
xtr 1y rac thai; trong va khai thac ché bién, kinh doanh nguyén liéu, san pham gd ring trong; kinh
doanh dich vu céang, bén bai; van chuyén hang héa duong bd, duong thuy; dich vu xuét nhap
khau ty thac; kinh doanh nha hang, khach san; dau tu tai chinh. Viéc nghién ctru van dung BSC
cho NTU tré nén can thiét.

2. Co s& ly thuyét
2.1. Khdi ni¢m vé chién lwoc va qudn tri chién lwoc

Quinn (1980, tr. 7) dinh nghia: “Chién lugc 1a mé thirc hay ké hoach thich hop cac muc
tiéu co ban, cac chinh sach va chudi cac hanh dong cua to chirc vao trong mot tong thé cd két
chat ché.” Theo Porter (1980), chién luoc gém 03 diém chinh: (1) Sang tao ra vi thé co gia tri va
doc dao, (2) Chon lya, danh ddi trong canh tranh, (3) Tao ra sy phu hop gitra tat ca cac hoat dong
ctia cong ty. Mintzberg va Quinn (1992) tom lugc chién luge véi 05 chir P: (1) Ké hoach (Plan);
(2) Khuén méu (Pattern) (3) Vi thé (Position); (4) Quan niém (Perspective); (5) Tha doan (Ploy).
Qua trinh quan tri chién lugc cua mot doanh nghiép thuong bao gém: (1) Hoach dinh chién luoc;
(2) Thyc thi chién luoc; (3) Panh gia chién luge (David, 2003; Ha, 1996, 2004a, 2004b; Ha, H.
T. H. Nguyen, & ctg., 2020).

2.2. Tong quan vé BSC

Mo hinh BSC dya trén 04 khia canh chinh: khia canh tai chinh, khia canh khach hang,
khia canh quy trinh ndi b, khia canh dao tao va phat trién (Hinh 1).
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Hinh 2. Méi quan hé nhan qua gitta cac khia canh ctia BSC

Ngudn: Kaplan va Norton (1992)
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BSC s& phat huy téi da sirc manh khi dwoc chuyén héa tir hé thdng do ludong thanh hé
thdng quan tri cua doanh nghiép. BSC can ¢ dugc sy dong thuin van dung tir cic nha quan tri
cao cép cua doanh nghiép; truyén thong tich cuc vé chién luge va cac muc tiéu chién luge dén
toan doanh nghiép; BSC ciing can c6 duogc sy phan bo ngudn luc hop 1y va c6 mot hé théng danh
gia chién luoc dinh ky. Hinh 2 m6 ta mbi quan hé nhan qua trong mé hinh BSC. Ba chirc ning
chinh cua BSC gdm: chic ning do ludng, chirc ning danh gia chién lwge (Kaplan & Norton,
1992, tr. 262), chirc ning cong cu truyén thong (Niven, 2002, tr. 20).

Chirc nang ciia BSC 13 cung cip cho ban linh dao mot cai nhin tong thé vé nhiing gi dang
x4y ra bén trong va bén ngoai doanh nghiép. BSC c6 thé duoc st dung & cac cAp d6 khac nhau:
tong thé to churc, mot don vi con hodc tham chi & cép dd nhan vién ca nhan nhu mot “thé diém ca
nhan.” Doi v6i mdi cap do, phuorng phap thé diém can bang bao gom viéc xac dinh cac thanh
phan chinh cta hoat dong, thiét 1ap muc tiéu cho ching va sau d6 tim cach do ludng tién do dat
dugc cac muc tiéu nay. Két hop lai véi nhau, cac thude do cung cdp mot cai nhin tong thé vé
nhimng gi dang xdy ra ¢ ca bén trong va bén ngoai t6 chtrc hodc cp do, do d6 cho phép mdi thanh
vién cta tb chirc xem hoat dong cia ho dong gop nhu thé nao dé dat dugc s ménh chung cua to
chtrc. Nhiém vy hodc chién luge déng vai tro 13 dong luc cua cac bién phap BSC khac nhau.
Kaplan va Norton (1992) nhan manh riang BSC cin bang cac bién phap tai chinh (chi s tut hau)
vGi cac bién phéap phi tai chinh, 13 dong lyc cua hiéu suat (chi s6 dan dau) trong twong lai. Céc
thude do khong chi 1a mot tap hop cac thude do khac nhau, ma dugc Iya chon dé chi ra nguyén
nhan va két qud trong viéc thuc hién sit ménh va chién lugc td chuc cua cong ty (Ha, Le, &
Huynh, 2021).

Mot sd nghién ciru trong va ngoai nudc ciing da khai thac thé manh ctua BSC trong
nghién ctru danh gia chién lugc cong ty; trong d6 c6 thé ké dén nghién ctru ciia Shukri va Ramli
(2015) vé cac bénh vién tu nhan Malaysia, nghién ctru cia Ha va Tran (2016) vé ap dung BSC
tai cong ty vang bac da quy Phii Nhuan, nghién ctru ciia Ha va Truong (2016) vé ap dung BSC
tai cong ty dién lyc Tan Thuén, nghién ctru cua Milis va Mercken (2004) chi ra réng cac khoan
dau tu vao cong nghé thong tin va truyén thong can dugc chimg minh, do ludng va kiém soat can
than, nghién ciru cua Elbanna, Eid, va Kamel (2015) phat trién va thir nghiém thang do hi¢u suét
tir quan diém cia BSC trong nganh khach san, nghién ctru caa Luu (2010) vé ap dung BSC tai
cong ty cd phan Nhya Rang Pong (RDP), nghién ctru cia Nguyen va Nguyen (2014) vé ap dung
BSC va KPI cho cong ty van tai hanh khach, nghién ctru cta Tran (2017) vé van dung BSC dé
danh gia hiéu qua hoat dong cta cac cong ty niém yét.

3. Phuong phap nghién ctru

Phuong phap nghién ctru hon hop giita dinh tinh va dinh lugng duge st dung. Phuong
phap nghién ctru dinh tinh: trén co s& cac nghién ciru trude day, va céac tai lieu vé danh gia két
qué hoat dong bang mo hinh thé diém can bang, dong thoi, thong qua k¥ phuong phap phong van
chuyén gia dé diéu chinh thang do, thiét 1ap bang cau hoi sir dung cho cac vong khao sat. Cac
chuyén gia ciing dugc trung cau y kién danh gia vé cac thang do da duoc dé xuat dé phan tich va
bd sung, hoan thién thang do, tao sy d@)ng thuan khi x4c dinh cac thude do bod sung thém cho
timg muc tiéu va cac trong s6 KPI cho timg thuéc do cu thé. Qua trinh ap dung phuong phap
chuyén gia c6 thé chia 1am ba giai doan 10n la: giai doan lya chon chuyén gia (lga chon va thanh
lap nhom chuyén gla) giai doan trung cau y kién chuyén gia (xdy dung bang céu h01 lay ¥ kién
chuyén gla cung cap thong tin can thiét cho chuyén gia, chon phuong phap trung cau, thuc hién
trung cau ¥ kién chuyén gia); giai doan thu thap va xir 1y cac danh gia du bao (phan tich két qua
trung cau y kién chuyén gia). Trong phuong phéap nay, 16 chuyen gia bao gdbm Ban Tdng Giam
dbc va Truong cac Phong Ban ciia NTU duoc chon va phong van.
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Phuong phap Delphi duoc sir dung hd trg qua trinh thao luin nhém dé dua ra giai phap
cho mot van d& cu thé, ciing chinh 1a phuong phap dé tong hop quan diém cia chuyén gia. Ky
thuat Delphi c6 tinh v6 danh va tinh phan hoi, bio dam rang mdi chuyén gia s& dua ra du bao tot
nhat cua ho, du bao s& duoc tong hop théng qua bang ciu hoi. Két qua tir bang cau hoi s& duoc
1ap thanh bang va giri lai cho cac chuyén gia. Cac chuyén gia s& dugc yéu cau dé didu chinh cau
tra 101 ctia ho néu can. Du bao mdt 1an nita s& duoc téng hop guri vé cac chuyén gia va qué trinh
téng hop sé& tiép tuc nhu vay cho dén khi dat dugc mot khoang du bao dao dong nhd sau mot )
budc vira phai. Phuong phap Delphi dua trén triét Iy “Diéu tra bién chimg”, tip trung quanh vén
dé cu thé dé tim ra giai phap méi. Nhu vy, day 1a mot qua trinh thao luan dé cac chuyén gia tich
lity thong tin va thé hién tri thirc. Phuong phap Delphi duoc tng dung dé tao diéu kién dé dat dén
su dong thuan nhom va gitip tao ra nhiing y twdng sang tao.

Phuong phap dinh lugng dugc thuc hién béng khao sat va danh gid mtrc do hai long cua
235 khach hang (nha dau tu) d6i véi NTU. Bang cau hoi khao sat duoc thiét ké dua trén thang do
Likert nam muc do. Bén canh d6, phuong phap thong ké phan tich dugc st dung. Cac dit liéu thu
cép thu thap tur cac ké hoach, muc tiéu, tiéu chi danh gia ma NTU duogc giao tir don vi chi quan
la VRG, tuir dai hoi déng ¢ dong, hoi dong quan tri, gf)m chi tiéu ké hoach san xuat kinh doanh
nam 2019, bao céo két qua thuc hién hoat dong san xudt kinh doanh ‘nam 2019, cac ngh1 quyet va
bién ban hop dai hoi dong cb dong, ... duoc phan tich bang phan mém excel va phan mém thdng
ké SPSS.

4. Thyc trang van dung BSC tai NTU

4.1. Két qua hoat déng kinh doanh ciia NTU

Két qua hoat dong kinh doanh ctia NTU duoc thé hién trong Bang 1.
Bang 1
Két qua kinh doanh ctia cong ty giai doan 2015 - 2019 (dvt: triéu dong)

Noi dung Nim 2015 | Nim 2016 | Nim 2017 | Niam 2018 | Nim 2019
Téng doanh thu 169,553 217,194 263,856 558,747 382,939
Téng chi phi 107,874 75,360 96,873 109,621 109,491
Loi nhuén sau thué 59,274 123,672 142,481 457,358 236,508

Ngudn: NTU (2016, 2017, 2018, 2019, 2020)

4.2. Ung dung BSC ddnh gid hiéu qud hoat dong kinh doanh ciia NTU niam 2019

Chi tiét cac thude do chi sb didu hanh chi yéu (Key Performance Indicator - KPI) trén
thé diém can bang (ké hoach 2019) duoc thé hién nhu sau:

4.2.1. Khia canh tai chinh
o Muc ti€u tang stc sinh 101, c6 02 thudc do
- Téng loi nhudn: tong doanh thu - Tong chi phi. Chi tiéu: 200 ty dong;

- Téng ti 1é thu hoi céng ne s6 tién khach hang no tai thoi diém cudi nim/Phat sinh cong
no binh quan nam. Chi tiéu: 80%.

o Muc tiéu dat doanh thu, c6 02 thudc do

- Doanh thu tir khdch hang: 14 doanh thu tir thu tién thué dét trong khu cong nghiép, thu
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tién cho thué nha xudng, thu tién phi co s ha tang, thu tién phi xtr 1y nude thai, thu tién phi xir
1y rac thai, dugc tong hop tir cac héa don xuat cho khach hang. Chi tiéu: 300 ty dong;

- Pat muc tiéu vé doanh thu: doanh thu dat dugc/ ké hoach doanh thu) x 100%. Chi tiéu: 120%.
o Muc ti€éu tang hi€u qua sur dung nguén luc, von, tai san, c6 03 thude do
- Ty sudt loi nhudn trén tong tai san (ROA): 10i nhudn sau thué/ tong tai san. Chi tiéu: 6%;

- Ty sudt loi nhudn trén vén chi sé hitu (ROE): loi nhuén sau thué/ vén chu s¢ hiru. Chi
tiéu: 35%;

- Nang sudt lao dong theo loi nhudn: 191 nhuan trudc thué/ téng $6 lao dong. Chi tiéu: 1.8
ty dong/ngudi/nam.

o Muc tiéu Téi uu, tiét kiém chi phi, c6 01 thudc do

- Tiét kiém chi phi: (chi phi ban hang + chi phi hoat dong + chi phi quéan 1y)/ tong chi phi.
Chi tiéu: 45%.

4.2.2. Khia canh khach hang
o Muc ti€u gilr chan va théa man khach hang hi¢n hiru, c6 01 thudc do

- Mire dé théa man, @ hai long cia khdach hang vé dich vu, cham séc khach hang, cong
tac phuc vu: s0 diém trung binh danh gid mac do hai long. Chi tiéu: 3.5.

o Muc tiéu phat trién khach hang mai, c6 01 thude do

- Ty 1¢ doanh thu ciia khach hang méi trén tong doanh thu: doanh thu khach hang méi/
tong doanh thu. Chi tiéu: 20%.

o Muc ti€éu mé rong thi ph?m, c6 01 thudce do

- Pdy manh mé réng, gia tang qui mé tiép thi quang cdo, marketing trén cdc phwong tién
truyén thong, bang quang cao: so lugng di€ém quang cdo trong nam (bao gom tat c4 hinh thic
quang cao trén trang website, pano, bao tap chi, dai truyén hinh, dai phat thanh, ...). Chi tiéu: 50
diem, vi tri.

o Muc tiéu déy manh chét lugng, c6 02 thude do

- Tudn thii cdc chi tiéu quan 1y chat lwong dich vu, tirc la mire @6 dép iing yéu cau cia
khach hang vé chdt lwong dich vu: s6 diém trung binh danh gid mic do dap ung. Chi ti€u: 3.5;

- 86 khiéu nai ciia khach hang: s6 khiéu nai cua khach hang lién quan dén dich vu va chit
luwong dich vu. Chi tiéu: 01 trudng hop/thang.

4.2.3. Khia canh qua trinh noi tai
o Muc tiéu quan Iy hoat dong nham gia ting hiéu qua, c6 02 thudc do

- Ty 1é lao déng quan Y/ tong lao dong: (s6 lao dong quan 1y/ téng sb lao dong)*100%.
Chi tiéu: 35%;

- Tién a6 dwa cac du an vdo hoat dong: (sé du an dua vao hoat dong/ téng du an)*100%.
Chi tiéu: 60%.

o Muc tiéu quan Iy d6i mai, giam riii ro dé ting nang lyc canh tranh, c6 02 thudc do

- Murc do cong nghé hoa, tin hoc hoa cac qua trinh ngi tai: 30% hé théng cong nghé, tin
hoc hoa ctia phong Ké hoach Kinh doanh, 30% hé thong cong nghé, tin hoc hoa ctia phong Tai
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chinh K& toan, 40% hé thong cong nghé, tin hoc hoa ciia phong T6 chirc Hanh chinh va cac
phong ban con lai. Chi tiéu: 90%;

- Ty 1¢ hoi ddp khdach hang kip thoi va chinh xdc: s6 phan hdi khach hang trong vong
24 gi0, xac nhan khiéu nai, tra 161 khi€u nai khach hang/ tong s6 lan phan hoi khach hang.
Chi tiéu: 95%.

o Muc tiéu toi vu hoa chi phi dau vao, c¢6 01 thude do

- T6i wu hda chi phi dau vao: chi phi truc tiép/ tong doanh thu. Chi tiéu: 38.53%.

4.2.4. Khia canh hoc hoi va phat trién

o Muc ti€u duy tri va phat trién ngué)n nhan luc, c¢6 01 thudce do

- Ty 1¢ lanh dao va nhdn vién dwoc dao tao: sb lanh dao, nhan vién da qua dao tao/ tong
$0 lao dong. Chi tiéu: 62.5%.

o Muc ti€u nang cao nang luc, nghiép vu, tinh sang tao, c6 01 thudc do
- S6 sdng kién/nguoi: (tong sd sang kién/ tong s6 lao dong)*100%. Chi tiéu: 10%.
4.3. Két qua danh gid hoat dong kinh doanh ciia NTU nim 2019 theo BSC

Nhin chung, viéc thuc hién ké hoach chién lugc san xuét kinh doanh ndm 2019 thé hién
bang viéc thuc hién cac thuéc do (KPI) ndm 2019 ciia NTU c6 tong diém 1a 3.60, dat loai B+
(murc d6 kha), cu thé theo cac khia canh nhu sau:

4.3.1. Khia canh tai chinh

Phén tram trong s6 chiém 41.76%; diém trong sé dat 1.35; diém binh quan theo trong sb
14 1.25. Trong do:

Muc tiéu dat ké hoach doanh thu, c¢6 cac KPI dat so véi chi tiéu ké hoach dé ra nhu: tang
ty 1€ thu hoi cong ng 1a 0.16 chi bang diém binh quan theo trong so (chi tiéu nay dat 103.33%);
day manh doanh thu tir khach hang dat diém binh quan theo trong so 1a 0.17 (dat 127.65%); to1
wu tiét kiém chi phi dat diém binh quan theo trong s6 13 0.15 (dat 76.01%). Két qua la dat.

4.3.2. Khia canh khach hang

Phan tram trong s6 chiém 24.95%; diém trong s6 dat 0.84 va diém binh quan theo trong
s6 13 0.75. Trong do:

o Muc tiéu thdéa man, gitt chan khach hang hién hitu, c6 KPI: mtc d¢ hai long cia khach
hang; cham soc khach hang; cong tac phuc vu (C1) sau khi phong Ké hoach Kinh doanh khao sat
dat diém 3.5944, so vai chi tiéu dat ra 3.5 (dat 102.70%). Ket qua la dat;

o Muc tiéu md rong thi phan, c¢6 KPI: ting qui md quang cdo trén cac phuong tién
truyén théng va bang quang céo (C3), chi tiéu dat ra 13 50 diém, va da thuc hién 69 diém (dat
138%). Két qua 1a virgt xa (xuit sic);

o Muc tiéu déy manh chit lugng, c6 KPI: s6 khiéu nai cua khach hang (C5), sau khi bd
phan chiam séc khach hang khao sat, théng ké, co 02 trudng hop/thang so véi chi tiéu dit ra 01
truong hop/thang, (dat - 200%). Két qua 1a khong dat.

4.3.3. Khia canh qua trinh kinh doanh ngi tai

Phan trim trong s6 chiém 24.14%; diém trong sb chi dat 0.87 va diém binh quéin theo
trong so dat 0.72. Trong do6:
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. o Muc tiéu quan 1y hoat dong nham gia ting hiéu qua, c6 KPI: ty 1& lao dong quan 1y/
tong lao dong (11), thuc té ti 1¢ 37.24% so vai chi tiéu 35.33% (65/184) (cao 105.42%). Ket qua
1a dat phan nao;

o Muc tiéu quan 1y d6i méi, giam thiéu rui ro nhdm ting ning luc canh tranh, c6 KPI:
thr nhat, muc do cong nghé, tin hoc hoa cac qua trinh ndi tai (I3) thuc hién dat 92% so voi chi
tiéu dat ra 1a 85% (dat 108.24%). Keét qua la dat phan nao. Th hai, ty 1¢ phan hoi khach hang
kip thoi (I4) thyc té 97.30% so vai chi tiéu dat ra 1a 95% (dat 102.42%). Ket qua la dat.

4.3.4. Khia canh hoc hoi va phat trién

Phén tram trong s6 chiém 9.15%; diém trong s6 chi dat 0.18, trong khi d6 diém binh quan
theo trong s6 14 0.27. Trong do:

o Muc tiéu ning cao nang lyc, nghiép vu, tinh sang tao, c6 KPI: sb sang kién/ ngudi
(LT). Chi tiéu dat ra la 10% nhan véi1 tong so lao dong co sang kién tuc 1a 14 sang kién, thuc té
chi ¢6 9 sang kién (dat 64.29%). Két qua 1a khong dat.

Bang cach quy d6i diém cua timg KPI theo diém cong viée binh quan cé trong sd, tir do,
thay 10 mirc do hoan thanh két qua kinh doanh theo tirng khia canh, véi muc dat 100% tuong
g voi diém trung binh 12 03, BSC va diém trong sd cta cac khia canh trong BSC cap Cong ty

cta NTU nhu trong Bang 2 va Hinh 3.

Bang 2
Tinh ty trong cac KPIs trén thé diém cia NTU
Giatri Gia tt! Titrong
Gia tri trun trung binh Ti trong | caa tirn
Muc tidu Thuée do (KPI) 1| trung timg |, oNd g
trung binh|binh muc trng KPI| phwong
. phuong e
tieu N dién
dién :
Téng suc Gia tang lgi nhuén 4.438 881 5.32%
sinh loi Téng ti ¢ thu hdi cong ng 4.375 ' 5.25%
Pay manh doanh thu tu o
Pat muc tiéu vé doanh thu 4.500 5.40%
Ty suat 1"01 nhugn rén NG| 4 375 | 438 5.25%
Tanghicu | Sa”’(R A) ’ 34.81 41.76%
qua st dung |Ty suat loi nhudn trén von 0
nguon luc,  |chu s¢ hitu (ROE) 4313 5.17%
von, tai san Ning suét lao dong theo loi 4125 4.95%
nhuén ' 12.50 IR
£ .z, |Chi phi hoat dong, ban
Toruu, G o quan 1 trén tong chi|  4.063 4.87%
kiém chi phi ohi
Tikllroghrgrz?n, Mturc 36 thGa man cua l~<héch
giu \ hang; cham so6c, ho tro| 4.313 431 20.81 5.17% | 24.95%
khéch hang . X
a o khach hang
hién hiru
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Gia tri Gia t':! Titrong
" Giatri trung trung binh Ti trong | caa tirng
Muc tiéu Thwdc do (KPI) s tung L
trung binh|binh muc trng KPI| phwong
L phuong cn
tieu N dién
dién
Phéttricn  |Ty I¢ doanh thu cua khéach
khach hang |hang mai trén tong doanh| 4.438 4.44 5.32%
mai thu
A . |Tang quy md quang cg’to
Mo rong thi | o s phuong tien truyén| 3.688 | 3.69 4.42%
phan . 1 . .
thong va bang quang cao
7 Tuén thu cac chi tiéu chat 4188 502%
chét luon 5 nhan A ia ior '
ong So,phan\ anh, khiéu nai cua 4.188 5.02%
khach hang
Quinly hogt|Ty 16 lao dong quan 5755 | 375 4.50%
dong dé tang |IY/Tong lao dong
cuong hiéu A0 A8 d v ;
" Tjen ,dQ dll vao hoat dong 4125 4.95%
q cua cac du an
— — — 8.44
Quan 1y d6i |Mac o cong ngh¢ hoa, tinj— 5,4 5.17%
méi, giam  |hoc hda cac qua trinh ndi tai 20.13 24.14%
rairodétangl .
ning luc Ty I@‘phan hoi khach hang 4063 4.87%
canh tranh  |Kip thai
Téi wu hoa . ; 794
chi phi dau \T/ayo"? 01 wu hoa chi phi daul 5 g7 4.65%
vao
Nang cao ) ) .
nangA luc, |SO l}r.cyng sang kién trén dau 3.750 3.75 4.50%
nghiép vy, |nguoi
tinh sang tao
- - 7.63 9.15%
Gir viing va
phat trién Ty I¢ lanh dao, quan ly va 3875 388 4.65%

ngudn nhan
luc

nhan vién duoc dao tao

Ngudn: Két qua khao sat ctia nhom tac gia (2020)
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TAI CHINH
Phan trim trong sd:
41.76%

1

KHACH HANG QUA TRINH NOI TAI

Phan tram trong sd: %SUC AC(;A(}))l\?((;) INS({;CT;{ Phan trim trong sd:

24.95% KCN NAM TAN UYEN 24.14%

|

HOQC HOI VA
PHAT TRIEN
Phan tram trong sb:
9.15%

Hinh 3. BSC cap Cong ty ctia cong ty CP KCN Nam Tan Uyén
Ngudn: Tong hop cta nhom tac gia (2020)

Xét vé mit tong thé thi hiéu qua san xuat kinh doanh nim 2019 ciia NTU la dat so voi ké
hoach, trong do:

- V& khia canh tai chinh: dat, du khong qua an tuong, néu so v6i naim 2018 (nim c6
doanh thu va lgi nhuan vuot trdi), nam 2019 tro di phai tdn nhiéu chi phi cho viéc thanh toan cho
cac hoat dong dén bu dat va cac van dé khac nhu d phén tich (dat 107.77%). Tuy nhién, vin can
phai day manh cac giai phap kinh doanh hon nita dé dat myc tiéu tang doanh thu, nhat 13 ting ty
1¢ thu hoi cong no (F2), va diy manh doanh thu tir khach hang (F3) bang cc chuong trinh hanh
dong trong phuong dién khach hang, qua trinh kinh doanh néi tai, hoc hoi va phat trién. Pon vi
can tiép tuc phat huy nhitng diém manh nhu: ty suat loi nhuan trén tong tai san (F5), ty suét loi
nhuén trén von chu sé hiru (F6);

- Vé khia canh khach hang: dat (112.61%). NTU dang diy manh quang ba cho du an
KCN Nam Tan Uyén mo rong giai doan 02, nén da md thém nhiéu diém quang céo hinh anh
KCN Nam Tan Uyén (C3) & cac phuong, thanh phd, cac khu vuc, tuyén du’ong huyet mach dong
luu lugng giao thong dé quang b4, moi goi dau tu, gidi thiéu dich vu; giam thiéu sb khiéu nai cua
khach hang (C5). Can tiép tuc phat huy cac mit nhu: mirc d6 thoa man cua khach hang; chim
soc, hd trg khach hang (C1), tun thu céc chi ti€u chét lugng dich vy (C4);

- Vé khia canh qua trinh kinh doanh ndi tai: dat, co dau hiéu vuot troi (120.30%). Can
phai déy manh mdt quan ly, nang cao chét luong dich vy, ting muc d§ cong ngh¢ hoda, tin hoc
hoa cac qué trinh ndi tai; cdp nhat kip thoi va chinh xac sb liéu vao trong hé théng quan ly dit
liéu ké toan, quan 1y hoa don chung tir, hop dong, cong vin, danh sach khach hang, hé thong tinh
phi ty dong vé céc loai phi thuong xuyén nhu co so ha ting, phi thu gom rac va phi xir Iy nuéce
thai. Can tiép tuc giir viing, va tang cudng, phat huy nhimg diém manh, nhu hd trg ddy manh tién
do di vao hoat dong cua cac du an dau tu (12).
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- Vé khia canh hoc héi va phat trién: khong dat (67. 21%) Trong nam 2019, s6 giai
phap chuyén mén nghiép vu, y tuong sang kién van con rat han ché. Ban lanh dao, quan 1y cong
ty can co g1a1 phap dong vién cting nhu bi¢n phap khen thuong, thiic day phat huy sang tao va
sang kién. Chang han, cong ty co thé t6 chirc cac cudc thi sang kién kinh nghlem dé ra giai phap,
sang tao, tr do, tao san choi cho moi nhan vién trao ddi, hoc hoi kinh nghiém 14n nhau, sau cung
1a dem nhitng giai phéap, sang kién nay ap dung vao cong viéc thuc té dé mang lai gia tri thiét
thuc cho cong ty.

5. Céc giai phap trién khai mé hinh thé diém cin bang tai NTU
5.1. Gidi phdp vé truyén théng BSC

BSC trén thé gidi khong méi, nhung tai Viét Nam n01 chung va ddi voi NTU noi rleng,
BSC con rat méi mé. Do d6, diéu quan trong dau tién 1a can co su truyen thong phé cap kién
thire vé BSC dén tat ca nhan sy cua cong ty, tu cap lanh dao, quan 1y cho dén cap nhan vién, lao
dong tryc tiép. Pay 1a budc di dau tién, trude khi tién sdu hon va thuc hién tng dung thuc tién
BSC tai NTU.

NTU cén t6 chiic truyén thong ndi bd dé toan bo nhan sy hiéu duoc muc dich, y nghia,
loi ich, phuong phap cua viéc ap dung thé diém can bang. NTU can két hop nhiéu hinh thirc
truyén thong khac nhu phd bién qua cudc hop cia ban linh dao, thong bao chinh thic bang
van ban dén cac bo phan, giri thong bao qua mang ndi b, email va thong qua cac khoa dao tao
ndi bo.

NTU can truyén thong vé st ménh, myc tiéu, chién lugc: truong cac phong ban phai giai
thich, dinh nghia rd rang cac ndi dung vé st ménh, chién luge kinh doanh, cic muc tiéu trong
ngan han, dai han cho cac nhan vién va dua ra nhitng mong mudn ctia nha quan 1y ddi véi nhan
vién trong viéc dinh huéng hoat dong hang ngay theo nhitng muc tiéu da dé ra.

NTU cén truyén thong vé cac thude do, cong cu danh gia trong thé diém can bang: dau
tién cép quéan 1y can dinh nghia vé thé diém can bfmg, giai thich tai sao Cong ty lai can xay dung
hé¢ thong danh gia bang thé diém cén bang. D6i véi cac bo phan c¢6 hé théng KPI rleng, cac
truong bd phan cling can truyén dat cho cac nhan vién hiéu KPI dé moi ngudi ciing ¢b gang dat
dugc nhirng muyc tiéu cia thude do do6 (Ha, Bui, & Dao, 2020).

NTU can truyén thong vé cac két qua do ludng dugc, cong ty can cong bd cac két qua dat
duoc trong nam, nhitng hiéu qua gi tr 04 phuong dién ma cong ty luén nd luc xay dung. Viéc
cong bd cac két qua danh gia hiéu qua hoat dong nén dugc thuc hién 06 thang/lan dé kip thoi
diéu chinh, phan ddu hon nira.

Qué trinh truyén thong phai di tir nhitng nhan td chii chdt va ¢t 16i cta cong ty, ma
nguoi tién phong chinh 1a ban lanh dao cong ty. Song song do, phai ¢ sy quyét tim ctia lanh dao
cép cao. Khi thue su hiéu biét vé BSC, ban 1anh dao méi c6 thé tu tin vao quyét dinh va tham gia
hiéu qua vao du an. Ban lanh dao phai ndm vai trd dinh huéng va xac lap hé théng nhitng
nguyén tic ¢t 16i cuia hé thdng, thanh 1ap nén doi ngii can bd chu chdt o chuyén mén va kinh
nghi¢m nhét cua td chirc dé thuc hién tot trién khai ké hoach. Ban 1anh dao phai ¢6 sy cam két
manh m& va tich cuc trong viéc truyén théng (Ha, Huynh, & ctg., 2020).

5.2. Gidi phdp vé nhén sw

Nhan su 14 nhan t truc tiép thuc hién va quyét dinh thanh su bai cua viéc trién khai ap
dung BSC tai NTU. DPé viée ung dung BSC vao danh gid hi¢u qua hoat dong tai td chirc duge
thong subt, troi chay, doi hoi toan bd can bo nhan vién cong ty phai am hiéu van dé. Pay ciing 1a
nghia vy, trach nhiém can thiét phai thuc hi¢n cta mdi can bo nhan vién, mudn duge nhu vay thi
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cong tac dao tao nhan sy cang phai dat 1én hang dau.

Ban lanh dao can thanh 1ap ban, hoi déng hodc nhém trién khai, chon lya cac thanh vién
chu chét, it nhét 12 05 ngudi c6 du kién thirc, kinh nghiém, kha ning huéng dan ap dung cho cac
bd phan khac dé chiu trach nhiém trién khai 4p dung, dong thoi trong nhém ciing phai c6 01
thanh vién Ban Téng Giam dbc dé dong vai tro quyét dinh.

Ban lanh dao can thanh 1ap nhom thyc thi thé diém can b?mg, dudi sy bao trg cua Ban
Tong Giam doc cong ty, cd bién phap co vii, khuyén khich cac nha quan ly cap dudi tham gia
vao nhom, tao di€u kién cho nhém hoat dong.

Ban 13nh dao can trién khai dao tao vé thiét 1ap mo ta cong viéc ung dung BSC va KPI:
dinh nghia vé mo ta cong viéc theo BSC va KPI, phuong phap trién khai BSC va KPI phong ban
vao bang mo ta cong viéc ca nhan. Bén canh d6, dao tao ky nang danh gia nhan vién theo BSC
va KPI: dinh nghia vé danh gia nhan vién, muc dich danh gia, thu thap thong tin danh gia, k¥
ning phong van danh gia, k¥ nang tu danh gia, quy ché va biéu mau danh gia. Nhu vay, tong hop
lai mot cach bao quét 1a thyc hién dao tao vé cac dinh nghia, y nghia, loi ich khi ap dung thé
diém cén bang, cac khia canh diém can bang, cac budc trién khai tmg dung BSC & cac cép, ciing
nhu van dé dit liéu, tinh toan (Ha, Bui, & Tushar, 2020).

Trén thuc té, viéc ung dung BSC s€ c6 nhiéu khé khan trong khi kién thirc, sy hiéu biét,
kinh nghiém cﬁa moi nguc‘yi vé BSC con thép Do do, trong giai doan dau, cong ty nén thué cac
chuyén gia ¢6 van c6 nhiéu kinh nghiém vé BSC dé hd tro cong ty trién khai. Song song do
cong ty thuc hlen t6 chtic cac budi tap huan truyen dat thong tin vé BSC cho nhan su cac cép.
Do tat ca cac vin dé néu trén doi hoi nguon lyc v€ nhan sy, thoi gian, tién bac, nén cap lanh dao
clia cong ty s& dua vao ké hoach trién khai BSC d¢é trinh Hoi dong quén tri cong ty c6 phan KCN
Nam Tan Uyén dé phé duyét thuc hién (Vé thoi gian, 10 trinh, kinh phi).

5.3. Gidi phdp vé khuyén khich thuc hién BSC

Trong thyc té, viéc ap dung cac mo hinh va cach tu duy méi 1a kha kh(') khan va ludén co
nerng tré ngai phai vugt qua, BSC ciing khong phéi ngoai 1&. Do d6, can co su dong vién,
khuyén khich nhan vién, cu thé cong ty can thyuc hién cac chinh sach sau:

NTU nén c6 hinh thure khen thudng cho viée thuc hién t6t BSC va dem lai loi ich gia tdng
cho cong ty, nén thanh 1ap quy khen thudng thuc hién BSC tach riéng véi cac khoan khen
thuong hién tai, dé nhan vién thdy dugc tAm quan trong va nhiing loi ich dat dugc khi tng dung
thé diém can bang, tranh dugc tam 1y chdng ddi, ngai thay ddi va tri tré cia nhan vién.

NTU nén c6 cac bién phap thic déy, tao dong luc lam viéc cho nhan vién, gitip nhan vién
nhan ra viéc danh gia két qua cong viéc 1a cong bang, khach quan va moi dong gop déu duoc ghi
nhan. Do mdi bd phan c6 nhimg dic diém riéng nén cach danh gia ciing c¢6 sy phi hop véi dic
thi ctia bo phan dé. Viéc kiém tra thuong xuyén trén co so thong tin phan hoi, danh gia két qua
thuc hién KPI @ phan anh chan thuc hiéu sudt cong viéc (Bui, Dao, Tushar, Tran, & Ha, 2020).

Viéc khuyén khich khong phai khau higu suéng ma théng qua cac hinh thirc cu thé, thiét
thue. Mot hé thong dii ngd dua trén thanh qua dong gop cta nhan vién 13 céng cu vo cung quan
trong dé hudng su nd luc cia ban ldnh dao va toan thé nhan vién vao viéc thuc hién cac muc tiéu
chién luge. Viée tra luong, thudng ciing dwa vao két qua KPI, tirc can thiét 1ap chinh sach luong
thudng va chinh sach nhan su khac gin véi két qua danh gia, qua d6, ngudi lao dong sé yén tim
lam viéc, tu tin sadng tao va phat huy moi tiém nang. Co ché luong, thuong can duoc diéu chinh
theo hudng ting lwong, phu thudc vao tinh chét cong viée ciing nhu trach nhiém d6i véi cac muc
tiéu chién luge cua cong ty. Do vy, trong qua trinh thiét 1ap, cdc muc tiéu doi nhom va ca nhan,
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dic biét 1a cua doi ngii quan 1y phai gian két v6i cac muc tiéu trong BSC.
5.4. Gidi phdp vé viéc kiém sodt, do lwong, dinh gid BSC

Viéc trién khai BSC tai cong ty dugc thuc hién trong thoi gian ngén nén can su kiém tra,
do luong, danh gia, diéu chinh dé hoan thién dan. Ban lanh dao cong ty cAn xem xét diéu chinh
bd sung hang nam, két hop xem xét diéu chinh chién luoc va cac yéu té thanh cong then chét cua
t6 chitc. NTU phai diéu chinh chirc ning, nhiém vu cta cic phong ban tuwong tmg cho phu hop
dira trén co so diéu chinh thé diém can bang, qua d6, dung 1am co sé 1ap bang mo ta cong viéc
theo BSC va KPI cho nhan vién, cac KPIs phai phu hgp v6i nhi€ém vu tirng phong ban, cé nhan,
bao gdm ca 04 thanh phan chién luoc.

Ban lanh dao cong ty danh gia cac két qua thuc hién dua Vao nhimg két qua duogc cap
nhat trong BSC két hop voi cac s liéu thu thap trong hé thong sb sach cong ty, phai danh gia
hi€u qua hoat dong dat dugc trén ca 04 phuong dién. Ngoai ra, viéc danh gia hiéu qua hoat dong
cudi ky s& 1am co s dé diéu chinh, b6 sung cac muc tiéu chién lugc, thude do, chi tiéu va hanh
dong trong BSC trong céc ky tiép theo dé pht hop véi tinh hinh kinh doanh ctia cong ty.

Viéc trién khai BSC céan phai co su theo doi, kiém soat, giam sat, do luong két qua thong
qua cac chi s6 cu thé. Nhu vdy, can c6 sy giao chi tiéu va sy theo doi va dénh gia két qua. Ban
lanh dao s€ x4c dinh va giao trach nhiém thuc hién cho ting phong ban, bd phén hoac cé nhan cu
thé. Viéc giao chi tiéu va trach nhiém nay la rd rang, chi tiét cling nhu dugc sy dé)ng thuan va
thdng nhét trong t6 chire (Ha & N. N. Nguyen, 2020).

Cong ty can c6 ké hoach, 19 trinh, médc thoi gian mang tinh chu ky va thuong xuyén dé
tién hanh cac cudc khao sat mirc d6 hai 1ong cua nhan vién va khach hang, tan s6 khao sat toi
thiéu nén dat mirc it nhit mot 1an mdi nam. Viéc khao sat cling can tién hanh trén dién rong,
cong khai, minh bach két qua khao sat. Phuong phap trién khai co thé linh dong, chang han khao
sat khach hang thong qua viéc giri phiéu danh gid, thu dién tu.

5.5. Gidi phdp vé cong nghé héa, tin hoc héa

Chung ta dang & thoi ky “cong nghé 4.0”, do d6 yéu té nay can dugc coi trong. Cong ty
can phai chi trong dau tu vao phat trién hé thong cong nghé, nén tang phan ctimg va ca phan
mém. NTU can biét img dung cong nghé thong tin vao thyc té quan 1y dé dam bao vira nhanh
chong, thong nhat, déng b, cling nhu dam bao tinh cong bang va khach quan.

Cong ty can xay dung co so dit liéu dé luu cac chi s6 do luong hiéu qua, hd trg cho viée
hoach dinh va danh gid, trong do, st dung h¢ théng may tram va phe‘in mém luu trit théng ké dé
tién viéc luu trir, cdp nhat, truy xuét cac chi s6 khi can. Hé co so dit liéu cling can duge thu thap
tat ca doanh nghiép trong khu va cd cac noi khac. Viéc cap nhat can duoc thuc hién lién tuc theo
thoi gian thyc va ¢ tinh ty dong hoa cang cao cang t6t (Ha, 2019).

Trong dai han, NTU nén lién hé véi cic cong ty cung cip giai phap phan clng va phan
mém quén tri doanh nghiép dé thiét ké phan mém tng dung BSC cho cong ty, gitip cho viéc cp
nhat thong tin, tong hop céc ch1 tiéu, xem bao cdo dugc nhanh chong, hi¢u qua. Co so dir heu
BSC can phan cap theo cac cép va co cac tai khoan dang nhap tuong ung: cap cong ty, cap
phong ban, cp t6, nhom thudc phong, cp nhan vién. NTU ciing can thanh 1ap bd phan dé quan
1y, van hanh hé théng nay mot cach théng nhét, déng bo, hiéu qua.
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