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Muc tiéu

Business Excellence
TM Research and Consulting

Q Dich chuyén tw duy gidi phdng hiéu suat. Biet cach nhan dién nhing
diém nghén trong chubi gia tri ndi bd dé can thiép hiéu qua.

Q Biét cach ap dung nguyén tac "Thiet ke Hop lwc" dé toi wu cau truc,
vai troé va quy trinh, giam ma sat va tang tinh lién két.

Q Hiéu dwoc nguyén ly Quén ly hiéu suat gan véi chudi gia tri, ddm bao
trach nhiém ro rang va hiéu suat do lwong dwoc xuyén sudt toan to
churc

Q Ung dung dugc cac cong cu co ban tai thiet ké to chirc nham giai
phong Hiéu suat.

www.imt.vn
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Khai théng Dong chay gia tri

- Giai phong Hiéu suat

www.imt.vn 6
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Case study:
Cong ty D thay ddi cach ban hang tir B2B (khach hang dai ly/doanh nghiép) sang B2C (khach hang (&)

Cac thay doi chinh:
e Ban cho khach hang dai ly => Ban & truc ti€p trén nén tang online
e T 10 nhdm hang => 35 nhédm hang dé dap ing nhu cau khach hang mua lé
e TUrgiao hang 1 lan/1 thang => Giao hang trong 24h theo cam két

Cong ty van duy tri cau truc cl gdm cac nhom chinh van rat thao viéc:

Giam doc cong ty lanh dao chung:
e DO{isales (manh vé quan ly dai ly va ban don hang so lugng LlGn)
e BP Marketing (cht yéu la ho so ban nhu catalogue, brochure)
e BO phanvan hanh (quen véi toi wu don hang lén véi tan suat giao hang dai >1 thang)
e Cham soc khach hang: 3 nguoi tu doi cham soc khach hang cl

Két qua sau 6 thang van hanh:

- Chidat 20% chi tiéu doanh thu

- Ty lé phan nan ctia khach hang tang hon 120% (chu yéu do hang giao cham, sai ma)
- Doi cham séc khach hang va van hanh: nhiéu ngudi xin nghi do bi qua tai

Van dé cua cong ty D c6 thé la gi?



_ Business Excellence
IM Research and Consulting

Hiéu suat bi “ket" 6 dau?
CongtyD

1. CAU TRUC: Khéng c6 E-commerce team, Digital marketing

2. VAI TRO: Sales van tu duy B2B, khong biét ban &

Chién lugc ban hang thay
doi nhung thiét ké té chuc

3:QU\Y TRINH: D?co iquy trinh xu' ly don hang ban le nhung chua (cBu tric, vai trd, hanh vi,
van hanh dugc troi chay cach 1am van gilr nguyén)
4. KPI: Van do theo "revenue per customer" thay vi "sé lvong
khach hang méi" va toc do giao hang

5. CON NGU’O'l: nhan vién bj ap chi tiéu va thuc ép vi giam déc
cho rang ho lam viéc chua du cham chi
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3 “insights” thuc tien vé hiéu suat

Hiéu suat bi “ket" do

70% van dé hiéu suat xuat phat tir thiét ké t6 chirc kém

cau truc - khong phai .
£ (McKinsey)

do nguai

. Gia tri dugc tao ra @ “diém giao" gilra cac bo phan
Hop luc tao ra su xuat

sac cho tirng ca nhan

“VUCA" doi hoi phai cong luc

Hiéu suat tang bén , - )
virng can “hé théng Hé thong tot dé “lam dung dé hon lam sai”.
thong minh"
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Dong chay gia tri (Value Stream) - Tru c6t cua hiéu suat

L Value Stream la gi?

Nhéan dién “vung ma sat" hiéu suat

Checklist nhan dién “vung ma sat"

1



Vidu

Nganh san xuat

Vi du
Nganh cong
nghé

e
Value Stream (Dong chay gia tri trong to chuc)

"Value Stream = Chu6i cac hoat dong tir khi nhan yéu cau — dén khi giao gia tri cho khach hang"

s : Mua sam 2 A S
Dat hang (tw £, LA N San xuat Giao hang
khach hang) TRICLKE nguyen vat (QC) (Logistic)

Yéu cau tinh Xac dinh
nang (tw Tiéu chuan
khach hang) san pham

12



la nhimg diém trong
dong chay gia tri:

_ Business Excellence
IM Research and Consulting

“Ma sat"

Thong tin bi dut gay

Trach nhiém khong ro rang
Chuyén giao kém

Xung dot gitra cac b phan

Lam cham, giam chat lwong

Output cudi cung

Lam nhiéu ma khong
thay két qua

Sai loi thudng lap lai
Hiéu suat troi sut
KPI dat nhung hiéu
gua khéng tdi

13



Hoat dong: Mapping Value Stream tim “d

Business Excellence
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|

ém ma sat”

Budc 1

Budc 2

Budc 3

Budc 4

Budc 5

Tén budc

B6 phan chu tri (owner)

Danh gia
diém
chuyén
giao
(thang
diém 1-5)

Thong tin truyén dat ro rang?

Trach nhiém, vai tro giao-nhan
ro?

Thoi gian chd doi? (SO ngay)

Ty L& phai lam Lai? (%)

\_

/Méi nhom chon 1 qua trinh then chdt trong t6 chirc:

e Xac dinh chubi cac hoat ddng chinh (liét ké 5-7 budc chinh)
e Danh gia tirng di€ém chuyén giao (qua budc ké tiép)
e Xac dinh cac “diém ma sat" ldn nhat

14
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Siét hay Giai phong Hiéu suat?

CACH 1: SIET KPI

CACH 2: GIAI PHONG HIEU SUAT

bBacdiém: |, Tap trung KPl ca nhan/b6 phén e Tap trung vao Dong chay GIA TR| (Value Stream)
* Quan ly bang sé liéu, kiEm soat chat * Thi€t ké td chirc tao diéu kién cong tac, hop luc
e Thudng phat theo két qua e KPI theo qua trinh end-to-end
e Trao quyén + Trach nhiém gidi trinh ro rang
Hé qua:
X "Gaming the system" - chi lam nhirng gi dugc do v Toi wu toan bo hé théng
X Toi wu cuc bd, pha vd toan cuc v Tang cong tac, giam xung dot
X Nhan vién cang thang, thi€u sang tao v Hiéu suét bén virng
X Suy nghiva uvu tién ngan han v Agility & Innovation
Vi du:

Call center do "so cudc goi/ngay"

- Nhéan vién goi nhanh, goi nhiéu, chat lugng giai quyét
kém, khach bi phién

Po Thai gian va chat lwgng giai quyét van dé cuia khach hang

(toan bd chubi)

> Tao luc dé cac bd phan phai phdi hop

16
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Siét hay Giai phong hiéu suat?

Siét Hiéu suat

Giai phong Hiéu suat

Focus Cé nhan/B6 phan Chuoi gia tri/Qua trinh
Cach do Outputriéng lé Outcome toan hé théng
Pong luc Ngoai luc (cay gay va cu ca rot) NOi luwc (Muc dich & Lam chu)
) S Thiét k& hé théng dé Hap luc, cong
Coché Ménh [énh va Kiém soat ]
tac
Két qua Po6t bién ngan han (gai nhim) Tang trudng bén virng

Giai phong Hiéu suat bang thiét k& thong minh:

xem xét toan trinh (value stream) va tao hé théng dé dé dang lam diéu dung

17



Business Excellence
TM Research and Consulting

Gidi phong Hiéu suat bang thiét ké thong minh:
xem xét toan trinh (value stream) va tao
hé théng dé de dang lam diéu dung

18
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©

S“——

“Hé thong tot 1a hé thong giup cho viéc lam
dung dé hon lam sai”

www.imt.vn
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04CAPDO
TAI THIET KE TO CHUC
(theo pham vi can thiép)

-3

Operating Model Shift &
(tai thiét mo6 hinh
van hanh)

2

Functional Redesign
(tai thiét ke
chuc nang)

[ 1 } Diéu chinh cuc bd team, bd phén
% Cai tién, téi wu quy trinh
Team Level ° Cai ti€én nho

(Van hanh)

www.imt.vn
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4

Enterprise-wide
transformation
(Tai cau truc)

Triét ly
Tam nhin, st ménh
Nang luc [6i

Lubng gia tri (value stream)
Mb hinh kinh doanh

Hé sinh thai, lién chd’c nang,
end-to-end..

Tai thiét ké chirc ndng cu thé
Sén pham, thi trud'ng, brand

20
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Tick chon: Trang thai ung vdi Level OD nao?

Level 1-Van

Level 2- Tai thiét ké

Level 3-Taithiét ké mo

Cap 4- Tai cau trac

Trang théi hanh chue .néng h‘|n.h van hanh ‘ Enterprise-w.ide
) Team level Functional Operating Model Shift transformation
Redesign

1 Quy trinh cu thé c6 van dé (vi du: lead-to-customer conversion

kém)
2 Team qua L&n, can chia thanh sub-teams
3 |Thay d6i md hinh kinh doanh
4 |Budc chuyén gitra 2-3 bd phan khéng troi chay, cham va hay

xung dot
S Can lam ro: Ai lam gi trong quy trinh cu thé nay?
6 M@ rong quy mo cua mot chirc nang (vi du: Marketing tir 5 1én

30 nguoi)
7 |2teams can nhap lam mot
8  |Thay doi cach van hanh ctia mot chirc nang
9  |Tao cacvai tro nho trong mot Chirc nang
10 IThém vai trdo mdi trong team
1 |Thay déi line bdo cdo trong team
12 |Mua ban sap nhéap cong ty (M&A)
13 |Centralize hoac decentralize mot function
14

Ma& rong dia ly l&n (regional expansion)

21
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04 CAP bO

TO CHUC

Tieu chi

Level 1- Van hanh
Team level

Level 2- Tai thiét ké chirc nang
Functional Redesign

Level 3-Taithiét ké mo
hinh van hanh
Operating Model Shift

Cap 4- Tai cau truc
Enterprise-wide
transformation

Pham vi can thiép

Process (Quy trinh)

Team (B6 phan, nhém, du an)

Function (Chuc nang, lién
chi’c nang)

Organization (Toan td chirc)

Pham vi anh hwéng |[5-10 nguoi 10-30 ngudi 50-200 ngudi Toan cong ty/Sau rong tu LOi
clia td chirc

Timeline 2-4 tuan 1-3 thang 3-6 thang 6-12+thang

Mirc do phirc tap Thap Trung binh Cao Rat cao

Vai tro tai tro Manager Truong bd phan/Head of Function [C-level CEO

tai thiét ké

Mirc do rdiro Thap Trung binh Cao R4t cao

Cong cu chinh c6 thé
van dung

Ban do Quy trinh, RACI,
SIPOC

So do té chire, M6 ta cong viéc

Value Stream Map,
Structure model

Strategy, Value Chain,
Operating model

22
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& 04 CAP DO can thiép [ 4 J

Enterprise-wide transformation
(T&i cau truc)

CEO la sponsor

Cé team chuyén trach chuyén
d6i full time (6-12 thang)

C6 thé can cd van bén ngoai
Lo trinh du dai

Chuyén d6i Van hoa a L.

3

Operating Model Shift
(tai thiét mo hinh van hanh)

Leadership alignment trong cac chi'c nang la
bat budc

Pilot v&i 1 sub-function néu co thé
Thai gian d0 dai (3-6 thang)
Pau tuvao dao tao Quan ly

2

Functional Redesign
(tai thiét ké chuc nang)

PAam bao team hiéu ré muc dich (WHY)

Thu hat team trong thiét ké dé cung lam chd qué trinh
Manager coaching la trong yéu

K& hoach chuyén déi ré rang (what-when-who-how)

[ 1 } . Lam cho don gian

Chon 1-2 quy trinh chinh, lam ra két qua
9

Team Level
(Van hanh)

Tao Quick-win
Ap dung: RACI, SIPOC

www.imt.vn 23
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) Tong quan thiét ké to
churc dé Hiép luc

www.imt.vn 24
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“Thiét I1Gp cdu truc doéi nhom giong nhu
viéc xady dung mot dong gach. Néu khéng
x@y chac chan tir ddu, no co thé do xuéng
bdt cu luc nao.”

- Kenneth H. Blanchard

www.imt.vn




Business Excellence
W Research and Consulting

Thiét ké to churc 1a gi?

26



: Business Excellence
[\%M Research and Consulting

4 N

> OD KHONG PHAI LA v OD THUC SU LA

Vé s¢ do to churc dep Can chinh cau truc véi chién luge
Thém bét 6 vuong Thiét ké hé thong van hanh

Thay Churc danh Tao hgp luc giira cac bd phan

o /
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| Thiét ké té chuc 1a ....

qua trinh sap xép va to chire lai cdc thanh phan cla congty (con
nguoi, cau trdc, quy trinh, cac thanh to thidc day...) dé phu hgp
v&i chién luge kinh doanh, gitp cong ty hoat dong hiéu qua va
dat dwoc muc tiéu dé ra.

v

Pam bao "nguoi ding, lam viéc dung, theo cach
diang" dé cong ty thanh cong.

Ngudn: Téng hop tir: Jay Galbraith, Goold & Campell

28
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| Thigt ké 8 chirc1a..

Thiét ké to chirc

Dinh huéng chién luoc

4 N ([ N\ e m )
- Cautruc to chuc

- S&rménh Cac chu dé ’ + Hoc hoiva phat trién - Pat muc tiéu

. Tam nhin chién lugc va * Quan ly hieu qua, hieu . St dung ngudn luc

- Muc tiéu muc tieu, Lo suat , , ’ hidu aua

. Gid e trinh ou the . Thong tin, hé thdng kiém euqua

1a trl - So4t . SOng vdi gia tri

- J \ J . COng nghé san xuét + Phéat trién bén virng.
« Chinh sach nhan suv
- Van hdato chirc - /
.« Két ndi xuyén t6 chirc

J

www.imt.vn 29
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Chién lwoc & Thiét ké to
chuc

1
1
l
J

Méi trurdrng ngoai

- Co hdi

- Thach thuc

- Nguén luc ho tro

- Do bién ddng va bat dinh

Binh hwéng Chién luoc

Thiét ké t8 chirc

- C4u truc t6 chic

- Hoc hai va quan |y hiéu qua
- Théng tin va hé théong k.soat
- Céng nghé san xuét

- Chinh séach nhéan su

- Van hda t6 chuc

- Két ndi xuyén té chic

Hiéu qua dau ra

- Dat muc tiéu

- S.dung nguén luc h.qua
- Song véi gia tri

- Phét trién bén virng

" Strménh Céc chu dé

Gid tri & trinh
' cu thé

V. 4

. 4

- Nang luc L&i
- Phong cach lanh dao
- Van hoa té chuce ‘

- Diém manh, yéu

i ., .

Nguoén: Daft, Murphy & Willmott, 2010

www.imt.vn 20
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“San pham” cua thiét ké to churc

é, .8 b 1
- Q & A an

Phan tich Dong Cau truc té chire Vai tro chuc nang & Quan tri hiéu suat

chay Gia tri M6 ta cong viéc
i ohiie ng mao? nihom eac cho nang M8i vai tro lam gi? Do (uong thé nao?

an GAUC Nang nao: e Tuong téc véi nhau thé nao? Lam sao dé kich hoat

Dau la trong yéu an han ar;g ngay ra Cin Ai? Ai 1am gi? hiéu qué?

Sao:

www.imt.vn



e
5 nguyén tac thiét ké to churc
va cac yéu to anh hwéng

Quy mo
Giai doan phat trién

1. Tap trung vao DNA 1 cach c6 chu dich

2. S0 d6 to chure di sau

3. Tan dung t6i da nhan tai hang dau

4. Tap trung vao th€ manh - diéu cé thé
kiém soat

5. Tao “dat" cho viéc Nhan trach nhiém.

[

Chién hugc

Gg
N
Mé6i truong

www.imt.vn
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f

Van hoa té chrce

Cong nghé

32
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o N/

5 nguyén tac thiét ké/tai thiét ké to chuc

1. Thiét ké theo “DNA" 1 cach co6
chu dich

2. S6 do to chiic di sau - khong
phai 1a dau tién

3. Tan dung t6i da nhan tai
hang dau

4. Tap trung vao thé manh va
diéu co thé kiém soat

5. Tao “dat” cho nhan

trach nhiém

Xac dinh can trd/thiéu hut l&n nhat = thiét ké tap trung kha ndng co thé kiém soat
Tim th& manh va thiét ké dé kich hoat duoc thé manh.

Lam cho viéc nhan trach nhiém dugc thuan tién vdi tung vi tri: trach nhiém,
quyén han, luéng ra quyét dinh, cach lam, muc hiéu suét
Dong chay thong tin hiéu qua, thong suot.

Danh gia va thiét ké phu hop véi su kha thi cila nguon nhan luc hang dau
(trdnh vién vong, trong chd ngu'di ngoai)

Chay dam béao top leaders c6 kha nang thic day hgp tac, trao quyén

Tranh “binh m&i rugu ci"- Co ciu to chirc khéng phai “cay dida than"!

Viéc can lam trudc: Xem xét chién lugc, ludng viéc, thong tin, vai tro-quyén han,
cach thirc quan ly hiéu suat...

“La chinh minh“ - theo dac thu (chién luoc, van hoa, kha nang, déi ngd...) —didng
muc dich.

Chu trong van hoé (nép nghi, cdm nhén, quy tac hanh xu, giao tiép..)
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3 Cach thiét ke
to chire hiéu suat cao

www.imt.vn 34



Checklist:
Thiét ké to chirc cua don
vi minh c6 dang on khong?

Panh gia muc do vai tung phat
biéu theo thang diém tir 1 dén 5:

1: Hoan toan khéng dong y
2: Khong dong y

3: Trung tinh (binh binh)

4: Bong y

5: Hoan toan dong y

Business Excellence
TM Research and Consulting

Tiéu chi quan sat

Diém

1. Trong don vj cua t6i, ai lam gi, ai quyét dinh gi, ai hé tro' gi déu dwoc quy
dinh r6 rang va moi nguoi déu hiéu.

2. Trach nhi@m va quyén han cla tieng vi tri dwoc phan dinh nhat quan, khdng
chong chéo hay thiéu sot.

3. Thong tin trong don vi duoc truyen dat dén ding ngudi, dang thoi diém va
day du nbi dung can thiét.

4. Moi ngudi déu dé dang tiép can théng tin can thiét dé thwe hién céng viéc
hiéu qua.

5. Quy trinh phdi hop gitra cac bd phan/ca nhan dién ra troi chay, it xung dét.

6. Nhan vién trong don vi chi ddng dé xuat y twdng cai tién va san sang hoc
hoi diéu moi.

/7. Van hoa lam viéc khuyén khich sw hop tac, chia sé kinh nghiém va ho tro
lan nhau.

8. Nhan vién cam théy hai long v&i cOng viéc va co dong lwc phat trién ban
than.

9. Don vi thu’p’ng xuyén hoan thanh cac muc tiéu dé ra dung th&i han va chat
lwong cam két.

10. Bon vj ¢6 kha nang thich (rng nhanh chéng véi nhirng thay dbi tir moi
trwong bén ngoai.

Tong so diém:

35
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Checklist: Thiét ké to chuc cua don vi co dang “on” khong?

Tiéu chi quan sat

@ RO RANG

1. Trong don vi cla t6i, ai Iam gi, ai quyét dinh gi, ai ho tro' gi déu dwoc quy
dinh r6 rang va moi ngwoi déu hiéu.

2. Trach nhiém va quyén han cula tirng vi tri dwoc phan dinh nhat quan,
khéng chong chéo hay thiéu sot.

41-50 diém: & T6 chirc van hanh rat hiéu qua

5] THONG SUOT

3. Théng tin trong don vi dwgc truyén dat dén ding nguoi, ding thoi diém
va day di ndi dung can thiét.

31-40 diém: . CO6 moOt sd diém can cai thién

4. Moi ngwdi déu dé dang tiép can théng tin can thiét dé thwc hién coéng
viéc hiéu qua.

5. Quy trinh phdi hop gilra cac bd phan/ca nhan dién ra trdi chay, it xung
dot.

21-30 diém: € Can co ké hoach cai tién ro rang

« TICHcCUC

6. Nhan vién trong don vj chi ddng dé xuat y twéng cai tién va san sang
hoc héi diéu mai.

11-20 diém: @ Uutién taithiét ké té chuc

7.Van hbéa lam viéc khuyén khich sw hop tac, chia sé kinh nghiém va ho
tro' 1an nhau.

8. Nhan vién cam théy hai Iong v&i cdng viéc va co dong lwc phat trién ban
than.

Dudgi 10 diém: & Can can thiép ngay lap tirc

¢ HIEU QUA

9. Pon vi thwdng xuyén hoan thanh cac muc tiéu dé ra dung thdi han va
chat lwong cam két.

10. Pon vj c6 kha nang thich (rng nhanh chéng véi nhivng thay déi tr méi
trro'ng bén ngoai.

Téng sb diém:

56



0 n . - 0 , o A Business Excellence
Biéu hién cua Thiét ké to chuc “on” Research and Consulting

RO RANG

THONG SUOT

TICH CUC

HIEU QUA

Ai lam - Ai quyét dinh - Ai ho trg

Muc dich, muc tiéu ro rang trong moi viéc

Lam gi

TSI mlrc nao la Hiéu suat cao

Trach nhiém - Quyén han/Tham quyén nhat quan

Thong tin nhiéu chiéu
4D: Bung ngudi - Pung cho - Bung thoi diém- Day du = dé
dang dé hiéu, tin, lam, ra quyét dinh

Van hoa chu dong- théi quen, hanh vi tich cuc tang
Chi s6 hai long, gan két, trai nghiém nhan vién tang
Con ngudi phat trién dugc so vdi trudc

Kha nang thich &'ng tang

Pung han - Bung cam két chat lugng
Hoan thanh muc tiéu

M(rc hiéu suét cao

www.imt.vn
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Cac
nhom
Vviéc
chinh

Keét
qua
dau
ra

. Xem xét hién trang, xac dinh

. Xac dinh pham vi can thiép
. Lap phuong an thiét ké va 1o

_ Business Excellence
ﬂ\/\ Research and Consulting

Cac budc thiét ké/tai thiét ké to churc

Budc 1 D Buéc 2

KHAM PHA THIET KE

» ) 1. Thiét k& t6 chirc muc tiéu (to-be)
gaps
quan ly hiéu suéat

: NS 3. Théng nhat vdi cac bén lién quan
trinh chuyén doi g .

2. Thiét ké Vai tro- Quy trinh- Co ché

Budéc 3

AP DUNG

1. Thuc hién 1o trinh chuyén doi
2. Truyén théng - Huéng dan
3. Do lwong- diéu chinh

Pham vi thié€t ké/tai thi€t ké

t8 chirc (cac uu tién) e MO0 ta co ciutd chire (to-be)
Cam két va Hiéu biét ctiia céac bén e Thiétké Vaitro

lien quan e Bang thiét ké Quy trinh/qué trinh
Phuong an thiét ké/tai thiét ké to e H& thdng quan ly hidu sust
chire. o

K& hoach quan ly thay doi.

e K& hoach hanh dong cu thé

e Cac bén lién quan nam rd muc dich,
thong tin, trinh tw, viéc can lam

e Chuyén do6i/danh gia/hiéu chinh theo
muc tiéu da xac dinh

www.imt.vn
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Cac
nhom
viéc
chinh

Két
qua

dau
ra

Budc 2

THIET KE

1. Thiét ké t6 chirc muc tiéu (to-be)

2. Thiét ké Vai tro- Quy trinh- Ca ché
quan ly hiéu suéat

3. Thong nhat vdi cac bén lién quan

M6 ta co ciu td chire (to-be)
Thiét ké Vai tro

Bang thi€t ké Quy trinh/qua trinh
Hé thong quan ly hiéu suat

K& hoach quan ly thay doi.

<

Business Excellence
Research and Consulting

1. Cau triuc té chirc (To-Be)
e SO d6 t6 chirc mdi (néu thay doéi cau tric)
* Phan bo chirc nang, line bao céo
* Span of control (quy md kiém soéat)
2. Thiét ké vai tro
* Role Canvas cho tirng vai trd mdi/thay doi
e RACI Matrix cho quy trinh then chot
e Bang phan quyén cho quyét dinh quan trong
3. Thiét ké Quy trinh
e Value Stream map To-Be
e SOP cho cac diém chuyén giao
e Thudc do dé theo doi tién trinh, hiéu qua
4.Thiét ké hé thong Quan ly hiéu suat ( KPI)
e KPI 3 tdng: T6 chirc 2 Lién chirc ndng » Cé nhén
* Logic phan bo ré rang
e Thiét ké cach theo doi, quan tri KPI (dashboard)
5. K& hoach Chuyén déi
* K& hoach truyén thong vé cac chuyén doi
e K& hoach dao tao, huan luyén

www.imt.vn
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Ban thiét ké t6 churc (cap don vi/bo phan)

Value Stream =

Cac chuc nang —

Nang luc (capabilities)

- Map twng buoc
- Nhan dién lang phi
. TOi wu quy trinh

- Chtrc nang l01 & Chure nang

. Cac quyén quyét dinh
- Ma tran RACI (xac dinh Vai

ho tro

tro)

{ So sanh Hién tai va Twong lai

{ Phan tich Khoang cach nang luc
{ Panh gia nhan sw cu thé

{ X4c dinh nhu cau dao tao/lap

khoang cach nang lwc

¥

Thiét ké to chirc mai:

« SO0 do6 td chirc + JD + Line bdo cdo

« M6 hinh quan tri + Cac quy trinh van hanh




_ Business Excellence
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Hoat dong: VSM (xac dinh chirc nang 16i, ho trg)

Chuec nang | Chu'c nang gi?

lOi

Ai lam viéc nay?

Tao ra gia tri g1?

Chuec nang | Chu'c nang gi?
ho tro

HO trg gi? (céng nghé, dir
lieu, phap ly...)




e
Thiét ké chirc nang (function) & vai tro (role)

Logic:
To chi’c bd phan
J
Cac chuc nang (3-5 chuc nang/1 bo phan)
J
Cac vai tro (2-4 vai tro/chuc nang)
J
Jobs (c6 thé 1 role = nhiéu job levels)



-
=
"y

S
e
e
s

Xac dinh S&* ménh,
Muc tiéu/Két qua
dau ra ctia bo phan

Xac dinh cac chuc
nang chinh cua b
phan

e Muc dich cua b
phan la gi?

e Két qua daura
quan trong nhat
cua b6 phan la gi?

Xac dinh cac nhiém vu

cua tirng chirc nang
chinh

eCan co6 cac churc
nang nao dé thuc
hién duwgc Muc tiéu
& SU ménh?

eCan c6 nhiém vu nao
dé thuc hién dugc
chi’c nang do?

eKhi hoan thanh tat ca
cac nhiém vu do thi
chic nang chinh da
dugc thuc hién hay
chua?

_ Business Excellence
N Research and Consulting

Xac dinh trong sd, phan
bo vai tro, vi tri céng
viéc, nguén nhan luc
phu hop

e Nhiém vu nay co muc
do quan trong nhu thé
nao? tan suat lap lai
nhu thé nao?

e Nhiém vu/chuc nang
nay can bao nhiéu
nguwoi? Nang luc yéu
cau cua vi tri?
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Ban thiét ké t6 churc (cap don vi/bo phan)

Value Stream ==

Cac chuc nang

=> Nang luc (capabilities)

- Map twng buoc
- Nhan dién lang phi
. TOi wu quy trinh

- Chtrc nang I01 & Chure nang

ho tro

. Cac quyén quyét dinh
- Ma tran RACI (xac dinh Vai

tro)

- S0 sanh Hién tai va Twong lai
. Phan tich Khoang cach nang lwc
{ Panh gia nhan sw cu thé

{ X4c dinh nhu cau dao tao/lap
khoang cach nang lwc

¥

Thiét ké to chirc mai:

« SO do td chire + JD + Lin

« M6 hinh quan tri + Cac quy trinh van hanh

e bao cao




RACIL: cong tac hgop luc



RACI

la 1 mOt ky thuét gitp lam r6 cong viéc, trach nhiém, quyén han cua tirng ca nhan hay

maot don vi trong du’ an/vai tro/cbng viéc...

R - Responsible

A - Accountable

C - Consulted

| - Informed

Nguoi thuc hién nhiém vu (dén khi hoan thanh)

Nguoi cudi cung danh gia nhiém vu hoac két qua trude khi quyét
dinh hoan thanh

Cung cap thong tin, tuwvan, co van... vé chuyén moén, chuyén nganh
phu hop

Can duogc cung cap thong tin trong va khi két thuc tién trinh thuc
hién viéc, khdng can tham gia/nhan théng tin cu thé cho tirng méc
két qua
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5 budgc thiét 1ap RACI

Cautruc:

Bl. Liét ké cac Chuc nang

Cac vai tro cuatung thanh vién trong nhém:
R: Thuc hién

. A: Xem xét/Duyét/Quyét dinh muc chat lugng
C:Tuvan, Chuyén moén
l: Nhan théng tin

B2. Xac dinhvai tro trong tung chuc
nang

. R:Tngudihoac 1nhom

. A: Xemxét/Duyét chilngudi(bat budc 1)
C:Tuvan (1-3 ngudgi)
l: Nhan thdong tin khi két thuc

B3. Sap x&p dé t8iuu vaitrd




Thuc hanh RACI

Tiép tuc v3i VSM & Function Analysis tUr 2 budi truGc
- Chon 1 doan then chot trong VSM (3-4 budc lién tiép)

Nhiém vu 1: Xac dinh Vai tro
- BuwSc 1: List tat ca vai tro lién quan (t Function Analysis)
- Budc 2: Ve khung RACI: Hang ngang = Buwdc VSM, Cot doc = Vai tro )"

Nhiém vu 2: Dién RACI
- Budc 3: Bién R-A-C-l cho tirng 6
(Ap dung nguyén tac thiét k& RACI"

55



Business Excellence
TM Research and Consulting

Ban thiét ké t6 churc (cap don vi/bo phan)

Value Stream ==

Cac chuc nang

=>  Nang luc (capabilities)

- Map twng buoc
- Nhan dién lang phj
. TOi wu quy trinh

- Chtrc nang I01 & Chure nang

ho tro

. Cac quyén quyét dinh
- Ma tran RACI (xac dinh Vai

tro)

- So sanh Hién tai va Twong lai
- Phan tich Khoang cach nang lwc
. Panh gla nhan sw cu thé

. X4c dinh nhu cau dao tao/lap
khoang cach nang lwc

[
h 4

Thiét ké to chirc mai:

« SO do td chire + JD + Lin

« M6 hinh quan tri + Cac quy trinh van hanh

e bao cao




Business Excellence
TM Research and Consulting

Bang Phan tich vai tro, chirc nang, nhiém vu don vi/bo phan

B& phén/Pon vi:
S ménh/Muc
dich:
Vai tro
£ : = R-Responsible, A-Accountable - - - - o
Nhém chifc nang : . » ( P ' : Ghi chu (mic d6 trong yéu, tan
chinh Nhiém vu chinh Két qua dau ra chinh ctia nhiém vu C-Consulted, I-Informed) suéit, cdc luu y hidn tai/tudng lai)
Vaitro1 | Vaitrdo 2 |Vaitro 3 |Vaitro 4 |Vaitro 5
[Vidu] Qudn ly qud trinh héi nhép | * Ty I1é hdi ldbng nhén su mdi/Hiring manager vé
Quan ly nhén tai  |nhén sumdi hé trg cda HR trong héi nhdp nhan su mai
Nhém chidic ndng |Nhiém vu chinh 1.1 [Két qud dau ra can dat cua nhiém vu tuong
chinh 1 ung]

Nhiém vu chinh 1.2

Nhiém vu chinh 1.3

Nhém chifc nang |[Nhiém vu chinh 2.1
chinh 2

Nhiém vu chinh 2.2

Nhiém vu chinh 2.3

Nhém chie nang |Nhiém vu chinh 3.1
chinh 3

Nhiém vu chinh 3.2

Nhiém vu chinh 3.3




Cac mo ta sau khac nhau diéu gi?

Keé toan

I'T

Marketing

Thuc hién cac hach toan ké toan, bao
cdo tai chinh va kiém soat chi phi

Dam bao tinh minh bach va chinh xac cua théng tin tai
chinh, gitip ldnh dao ra quyét dinh kinh doanh dung dan va
tudn thu phap luat

Quan ly hé thong CNTT

Tao va duy tri nén tang, trang thiét bi céng nghé hoat dong 6n
dinh, gitp toan b té chirc hoat dong hiéu qua, tédp trung vao
Biz chinh

Thuc hién cac hoat dong quang ba,
truyén thong, két ndi khach hang va quan
ly thuang hiéu.

Tao dung két n6i cam xuc gitta thu'ong hiéu va khach hang,
bién san phdm thanh trai nghiém dang nhé va thuc day tang
tr’dng bén viing cho doanh nghiép

Chung ta LAM Gl

CHUNG TA TAO GIA TRI Gl

59




M6 phong ban mo ta boé phan chirc nang

(Iam roé 16 trinh theo chién lugc phdt trién va tinh kha thi vé nguon luc)

Tén bo phan:
Muc dich cua bo phan (s ménh):

Giai doan 1 Giai doan 2
(Nam 2025) (tir 2026)

Ghi chu

Chtrc nang 1 Diéu kién/cdc mbc dé bé sung

Chirc nang chinh Chuc néing 2 (B6 sung) Chuc nang 3 chifc néng 3
Nhiémvu 1 Nhiémvu 1
. A , Nhiémvu 2 Nhiémvu 2 o ea A
Nhiém vu chinh Nhigm vu 3 Nhidm vu 3 Diéu kién b6 sung nhiém vu
Nhiém vu 4
KPI 1 KPI 1
Két qua dau ra chinh KPI 2 KPI 2
(](])[ bo phén) KPI 3 KPI 3
KPI 4

- - Luu y vé céc ndng luc l6i cua bd
- - phéan, [0 trinh dat du'oc

Nhom nang luc
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Ban thiét ké t6 churc (cap don vi/bo phan)

Value Stream ==

Cac chuc nang

=»>  Nang luc (capabilities)

- Map twng buoc
- Nhan dién lang phi
. TOi wu quy trinh

- Chtrc nang I01 & Chure nang

ho tro

. Cac quyén quyét dinh
- Ma tran RACI (xac dinh Vai

tro)

- S0 sanh Hién tai va Twong lai
- Phan tich Khoang cach nang lwc
. Panh gia nhan sw cu thé

. X4c dinh nhu cau dao tao/lap
khoang cach nang lwc

$

Thiét ké to chirc mai:
« SO0 do6 td chirc + JD + Line bdo cdo

« M6 hinh quan tri + Cac quy trinh van hanh
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I Minh hoa: Bang mo ta Vai tro va Nang luc cua cac vi tri

Vi tricongviéc 1

Vi tri cong viéc 2

Vitricongviéc 3

1 |Vaitro chinh:

2 |Trach nhiém 2.1.
chinh: 29
2.3.
3 |Quyén han: 3.1.
3.2.
3.3.
4 |Méiquanhé 4.1
cong tac chinh 4.9
4.3
5 |KPIs KPI1
KPI2
KPI3
6 |Cac pham chat
quan trong
7 |Cac nang luc NL1
chinh NL2
NL3
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: Business Excellence
Research and Consulting
Tool: Bang Ké& hoach chuyén dich nhan su

Vai tro tuong lai Nang luc Khoang cach Development
Ai (Ho tén) Vai tro Hién tai 5 51 5 P

(trong n thang) can co nang luc Plan
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Chuan bi

(VD: Tuan 1-2)

B WON -

. Théng tin vé su thay doi

. Thuc hién dao tao can thiét
. Xac dinh cac quick wins

. Thiét ké/tai thiét ké cau truc

td chirc

_ Business Excellence
IM Research and Consulting

K& hoach chuyén doi

Trién khai
(VD: Tuan 3-8)

1. Ap dung c4u truc té chic méi

2. Chuyén nhan su theo vai tro
MO

3. Ap dung cac quy trinh mdi

4. Thiét lap cac chiso quan ly hiéu
suat moi

5. Check in hang tuan: ho trg va
coaching

On dinh/Tai uu

(VD: Tuan 9-12)

. Xem xét cac chi sé

hiéu suat

. Sang loc/toi wu quy trinh
. Tich hgp hanh vivan hoa
. Cac workshop rut kinh

nghiém

. Hoach dinh ké hoach cho

giai doan tiép theo.

www.imt.vn
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Cac budc thiét ké/tai thiéet M6 phong ban m6 ta bo phan chiic nang

(Iam roé 16 trinh theo chién lugc phdt trién va tinh kha thi

~n’ ~ I 4
ke tO ChUC vé nguon ]Uc)
Tén bo phan:
4 N
) Muc dich cua bo phan (s ménh):
C
\§ J
AP DUNG an bé ohan: Giaidoan1 | Giai doan 2 Ghi cha
? phan: (N3m 20xx) (ttr 20yy)
1. Lap K& hoach, (0 trinh Chiic nang 1 (Bé sung) Chire Didu kién/cac mbc
Cac Chuyén doi Chdre néng chinh: Chtre néng 2 nédng 3 dé bé sung churc
nhom “ A . x nang 3
2. Truyen thong - Huong dan ‘ :
viéc , ,\, o Nhiém vu 1 Nhiém vu 1 Diéu kién bb sung
chinh 3. Ap dung, chuyén doi NhiSm vy ohinf Nhiém vy 2 Nhiém vu 2 nhiém vu
4. Xem xét, danh gia, diéu chinh o Nhigm vu 3 Nhigm vu 3
Nhiém vu 4
) i KPI 1 KPI 1
" . . 2 Két qua dau ra chinh | KPI 2 KPI 2
« Ké hoach hanh dong cu the AR
. T ' g\,, o ) (KPI b6 phén) KPI 3 KPI 3
Két « Cac bén lién quan nam ro muc dich, KP| 4
qua thong tin, trinh tw, viéc can lam o8 oae
N ,e Ry , A ) - - wu 'y ve cac nang
dau ra . Chuyen doi/danh gla/hleu chinh Nhém néng IU’C _ _ lure 16i ctia bp, 16
theo muc tiéu da xac dinh trinh dat duwoc
. n  n - - chu trong cong viéc
Nhom cong viéc ] ] CANH TRANH
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A Hiéu suat theo dong

chay gia tri

www.imt.vn 66
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KPI 3 tang

Giai phong Hiéu suat
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KPL 3 tang - hgp luc giai phong hiéu suat

e 3-5 chi s0 phan anh muc tiéu chién lwoc
e Toan congty cung chiu trach nhiém

.

* 5-7 chi 6 do Hiéu suét cua toan dong chay gia tri
o e BAT BUOC nhiéu bé phan phai hop

KPI lien e Khong thé dat néu chi 1 bd phan lam tét
chirc nang

.

e 3-4 chi s6 cho méi vai tro
e R6 déng gbép vao KPI tang 2 nhu thé nao
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Hoat dong: Thuc hanh thiét 1ap KPl theo value stream
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TANG 1: KPI TO CHUC (End-to-end VSM)

KPI Coéng thirc Target Hién tai Gap
1. Total Lead Tw Order — < 30 ngay 45 ngay| -15ngay X
Time Delivery hoan
thanh
2. On-Time % don giao > 95% 78% 17% X
Delivery Rate dung han cam
két
3. % don khéng |2 90% 72% -18% X
First-Time-Right |phai lam lai/stra
Rate
4. Customer Survey sau > 4.5/5 3.8/5 -0.7 X
R . i . Satisfaction giao hang
TANG 2: LIEN CHUC NANG (CSAT)
Piém Chuyén KPI Owner (Shared) Target Hién tai Type
giao
#1: Order — Order Completeness Rate o Sales + Design = 95% 80% Lead
Design * % Order co du thong tin ngay lan dau
(khéng can goi lai)
Design Turnaround Time: Design < 2 ngay 3 ngay Lag ul
Th&i gian ttr nhan Order — Design xong
#2: Design — BOM Accuracy Rate: ) Design + = 98% 85% Lead
Procurement % BOM khéng c6 16i/thiéu théng tin Procurement
BOM-to-PO Time: Procurement < 1 ngay 2 ngay Lag ul
Thée&i gian tir nhan BOM — Tao PO xong
#3: Procurement |Material On-Spec Rate o Procurement + = 95% 85% Lead
— Production % NVL giao dung specs lan dau QC
Material Lead Time: o Procurement < 8 ngay 10 ngay Lag ul
Thei gian tir PO — NVL vé déen nha may
#4: Production  |Ty & nang suat san xuat: Production + QC >92% 85% Lead
— QC % san pham pass QC lan dau
#5: QC — Thoi gian dong géi & Giao hang: Warehouse + < 1.5 ngay 2.5 ngay Lag ul
Delivery Tw QC pass — Hang xuat kho Logistics
Ty |é giao hang chinh Xac: Logistics = 98% 95% Lead
% giao dung dia chi lan dau




TANG 3: CA NHAN (70% KPI Hop lwc, 30% KPI doc lap)

VD 1: PRODUCT DESINGER

KPI Linked/Ddc lap Céng thurc Target Ty trong
1. BOM Accuracy |& Linked Tang 2 % BOM cua minh khong c6 |2 98% 35%
Rate (ca nhan) |16
2. Design & Linked Tang 2 Thoi gian tir nhan Order —»  |< 2 ngay 25% .
Turnaround Time Design xong VIDUY 3: PROCUREMENT OFFICER
3. Design Revision |4’ Linked Tang 2 % design phai stra sau khi <10% 10% KPI Linked/Dac lap Cong thire Target Ty trong
Rate KH feedback 1 Material On-S VL L
4. Design 2 Déc lap Danh gia cia KH va tinh sang|> 4.2/5 20%| |.-Mdenaiui-opec) - o NVL Mua Ve dung Specs
Innovation Score tao (1_5) Rate :9 Llnked Tang 2 |an dal.l 2 95%! 30%
5. Technical Skill = Doc lap S6 ky nang m&i hoc/nam 2 2 skills 10% 2. Material Lead
Development (CAD, rendering...) Time 9 Linked TAng 2 Thoi giantlr PO —» NVL V& <8 ngay 25Y%
] Thoi gian tlr nhan BOM -
VIDY 1: SALES REPRESENTATIVE 3, BOM-o-PO Time |9 Linked Tang 2 Ta0 PO <1 ngay 15%
KPI Linked/Doc lap Cong thurc Target Ty trong
1. Order © Linked Tang 2 % Order ciia minh c6 du > 95% 30%| |+ Procurement | e
Completeness théng tin Cost Savings 4 Ddclap % tiet kiém so véi budget  [25% 20%
zRa:)‘* :’a nhan) — — ‘ - |5 Suppler Qualy Diém trung binh dénh gi4
. Order 4’ Linked Tang Oi gian tw nhan yéu cau <4 gio o " DAn A N 0
Processing Time KH — Upload Order vao hé Score - DQC lap NCC 245 10%
théng
3. Customer & Linked Tang 2 Thoi gian phan hoéi KH khi < 24 gi®v 20%
Confirmation Time Design gtti confirm
4. New Order Value | 4 Doc lap Doanh thu Order m&i moi =2ty VND 20%
thang
5. Customer = Doclap % khach hang quay lai dat > 70% 10%
Retention Rate thém
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Quy tac thiét ké KPL dé hgp luc, giai phong hiéu suat

2. Ty 1é “vang"

3. Can bang

4. Co6 kha nang

Hanh dong

Thiét ké theo trinh tu: To chirc => lién chirc ndng => ca nhéan
Khéng lam ngugc

60-70% KPI ca nhan lién két vai KPI lién chirc nang
30-49% KPI d6c lap theo chu dich

Outcome (K&t qua) + Output (Qua trinh/Hoat dong)
Lead (Chi s8 dan dat hudng tuong lai) + Lag (chi s6 so v&i quéa khi)
Chat lugng + So luogng

Nguoi nhan KPI cé kha nang tac dong quan trong t&i KPI
Cé6 dir liéu dé theo doi
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Tips

v START SMALL: Pilot v&i 1 team/Quy trinh truéc

v COMMUNICATE WHY: moi ngudi can hiéu ré Muc dich
v/ INVOLVE EARLY: dong thiét ké vai cac bén lién quan,
khéng “tu xdr"

v QUICK WINS: thanh cong sém dé tao dong luc thay doi
v VONG LAP: Thiét k& » Test = Hoc hoi»> Diéu chinh

DON'T:

X BOIL THE OCEAN: Khong co fix moi th& cung luc

X THIET KE TRONG THAP NGA: Khong ngbi “phong kinh"
thiét ké roi cong bd dé lam

X CHU NGHIA HOAN HAO: "Bu t&t" dé bat dau> "Hoan
hao" mai khéng xong

X PHOT LO VAN HOA: Quy trinh t6t nhung Van hoa khong
dung, khdong ho trg » That bai

X SET & FORGET: Lam xong b6 dé. Khong kién dinh theo

muc dich, muc tiéu, “déo cay gitra dudng".
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Recap: Hanh trinh OD gidi phong hiéu suat

1.TU DUY GIAI PHONG HIEU SUAT

"Siét KPI" khdong bén virng- Giai phong Hiéu suat
bang Hop luc vdi thiét ké hé théng théng minh
Tool: 9 chi d4u can thiét ké td chirc

2. HIEU VE THIET KE TO CHUC

—— |Thiét ké dé cong tac va Hop luc- “Hé théng tot gilp viéc
lAm dung dé dang hon lam sai"

Tool: 4 biéu hién td chirc "6n", OD Checklist

3. CACH THIET KE TO CHUC

Strategy — Structure — Process — People
Tool: 5 nguyén tac, 3 bwdc thiét ké, Value Stream
Mapping

4. THU'C THI GIAI PHONG HIEU SUAT

—— |RACI + KPI 3 tang theo Value Stream = Co ché hop luc

Tool: RACI Matrix, 3 tang KPI, 4 nguyén tac thiét ké KP!
hop Iwc.
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