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TOM TAT

Hién nay, viéc danh gia hiéu qua thwc thi chién lwoc clia mot cong ty néu chi dwa trén chi sb
tai chinh thi n6 sé& khong phan anh dwoc mot cach toan dién va day da, vi vay néu cac nha
quén tri mudn cé dwoc blrc tranh chan thuc vé td chirc can phai tim ra mét cong cu danh gia
hiéu qua hon. Dé tai nay sé tao ra tién dé cho viéc phat trién hé thdng thé can bang diém cho
Téng cong ty cé phan dét may Hoa Tho va tién hanh phat trién thi diém cho bo phan kinh
doanh may xuét nhap kh3u. Giup bd phan danh gia moét cach hiéu qua viéc thwe thi chién lvoc
ctia minh, tr d6 xac dinh dwoc nhirtng van dé, khu vuc yéu kém can cai tién va phat huy
nhirng thé manh.

ABSTRACT

Nowadays, if the evaluation about the effectiveness of a company’s strategic implementation
merely bases on the financial index, it probably will not reflect the complete and
comprehensive results. The administrators, therefore, need to seek for a more effectively
evaluated device to have a real image about their organization. This topic makes a premise for
developing the balanced scorecard for Hoa Tho textile — garment joint stock corporation, and
starts piloting development for the imported and exported sales department. This will help the
department to evaluate effectively the strategic implementation, and identify the problems and
the weaknesses that need improving as well as widen their strengths.

1. Giéi thi¢u chung

Niam 2007 Tong cong ty co phan dét may Hoa Tho hoat dong theo hinh thirc cong ty
¢ phan hoa, vi vay né da tao ra rat nhiéu co hoi ciing nhu thach thirc cho Tong cong ty. Dé
dat dugc hidu qua kinh té cao, dimg viing trén thuong truong, chién thing trong canh tranh,
quéan 1y tot trong hoat dong kinh doanh va dé ra nhiing phuong an kinh doanh hiéu qua. Tong
cong ty da dua ra mot dinh hudng chién luogc cho riéng minh, tuy nhién van dé thyc thi chién
lugc hién tai cia cong ty chua thuc sy c6 hi€u qua, diéu d6 1a do thiéu mot cong cu dé danh
gia chién lugc cua cong ty. Xuat phat tir thyc tién do, tac gia di chon dé tai “phdt trién hé
thong thé cdn bang dzem (Balanced Scorecard-BSC) cho bo phdn kinh doanh may xudt nhdp
khdu — Tong cong ty cé phan dét may Hoa Tho”.

2. Co s6 1y luan . . .
2.1. Dinh nghia hé thong thé cin bang diem
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Thé can bang diém 1a mot phuong phap nhdm chuyén tdm nhin va chién luoc cua to
chirc thanh nhitng myc tiéu cu thé, nhitng phép do va chi tiéu 1d rang bang viéc thiét 1ap mot
hé thdng do luong hiéu qua trong quan 1y cong viéc. Nhimg phép do ctia BSC thé hién su can
béng gitta bdn khia canh: Tai chinh, khach hang, qua trinh ndi bd, dao tao va phat trién.

BSC 1a mot hé thdng quan 1y duoc Robert Kaplan, truong kinh doanh Harvard va
David Norton, sang lap vién ctia cong ty tu van CNTT khoi xuéng vao nhitng nim dau cta

thap nién 1990 va di thu duoc rat nhiéu thanh cong.

2.2. Cdc yéu to chinh trong BSC
e Khach hang (khach hang nhin
chung ta nhu thé nao?)
e Tai chinh (chdngta nhin céc
¢6 dong nhu thé nao?)
e Quy trinh ndi b (chiing ta can
phai tréi hon vé céi gi?)
o Cai tién va hoc hoi (ching ta
c6 thé tiép tuc caitién vataora
gia tri khong?)

2.3. Mt s6 nghién civu vé BSC

Kaplan va Norton (1996) da
lan dau tién dé xuét cach tiép can sir
dung “biéu dd chién luoc” théng qua
su bién d6i bon bd phéan cin ban t6i co
céu to chuc cua cong ty trong su két
hop chit ché v&i vién canh va chién
lugc cua cong ty.

Thong qua mot cudc nghién
ctru Malina and Selto (2001) ho da
tim thdydugc mdéi quan hé nhan qua
ciia cac mat xich trong mo hinh va
hiéu Uing xac thuc cho sy bén viing
trong viéc s dung cach tiép can nay
téi su kiém soat chién lugc cua tap

Vién canh tai chinh
itu | dohromg

\

Vién canh khach hang Vién canh quy trinh
Muctién | dolrang Chién luge Muctidy | do hrémg
--------------- K— &t R e
_______________ am nhin I A
Vién canh DT & PT
Muc tié o s

Hinh 2.1 Céc yéu té chinh trong cdu tric BSC.

Su thoa méin cia KH dugc gia
tang s€ cho loi nhuan tot

1T

Su tién trién cong viée s& dén toi
su thoa man KH gia tang

1T

Nhén vién dugc trao quyén va
dugc huan luyén s€ cai thién
cach ho thuc hién cong viéc

1T

TAI CHINH

1T

KHACH HANG

=

HOAT PONG NOI BO

1T

Kién thuc va k§ ning cia nhén
vién la nén tang cho tat ca sy doi
mdi va cai thién

PAO TAO - PHAT
TRIEN

Hinh 3.1: Ouan hé nhan aua trone BSC

doan. Davig et al (2004) da xem xét mét cach ky ludng viéc str dung cac thanh »phén cua
BSC trong nhimg t6 chie san xuat nhé. Nhimg két qua cta ho da cho thay rang t6 chirc s
dung BSC —kiéu do luong danh gia tot hon to chirc stir dung do lwong mot minh tai chinh.

3. DU LIEU VA PHUONG PHAP NGHIEN CUU

3.1. Poi twgng nghién ciru

Téng cong ty c¢6 phan Dét May Hoa Tho ma tién than 1a nha may Dét SICOVINA Hoa

Tho, thudc cong ty Ky Nghé Bong Vai Viét Nam. Dugc khoi cong xay dung nam 1961 va
khanh thanh dua vao san xuat nam 1963.
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Téng cong ty chuyén san xuat, kinh doanh, Xuat khau cac loai san pham may mac, cac
loai soi, nhap khau cac nguyén liéu, thiét bi thiét yéu dung dé kéo soi va san xuét hang may
mac.

B0 phan kinh doanh may xuét nhap khéu cta Téng cong ty thyc hién cac nhiém vy xtc
tién thuong mai tim chon khach hang dam phan, 1ap cac ké hoach san xuit hang may va cac
thi tuc xuét nhap khau nguyén phu lidu — vat tu phu ting thiét bi san xuit hang may.

3.2. Dir li¢u
3.2.1. Dit liéu thir cap

Cac dit liéu thtr cap duoc x4c dinh théng qua phwong phap thdng ké va phan tich. Trén
co s& nhitng nghién ctru va 1y thuyét cé trudc nhu nghién ctru cua Robert S.Kaplan, David
P.Norton, Brian E.Becker...va nhirng s6 liéu thu thap duoc tir Tong cong ty nhu cac bao cdo vé
tinh hinh tai chinh, nhan su, cac hoat dong marketing...

3.2.2. Dit liéu so cdp

Dit liéu so cap duoc xac dinh thong qua sy két hop cta hai phuong phap d6 1a quan sat
va phong van truc tiép.

Phuong phap quan sat: Pbi tuong quan sat d6 1a cac nhan vién trong bd phan kinh
doanh may xudt nhap khau so luong quan sat 1a 30 ngudi, muc tidu cia quan sat 13 nham xac
dinh két qua ctia mot s chi s6 thuc hién (Key performance indicators-KPIs), nhu muc d6 lién
két cac nhan vién, sy tham giara quyét dinh cua nhan vién, cach thirc bd tri vi tri cia cac nhan
vien...

Phwong phap phong van phong vén s& dugc phong vén trén hai dbi tuong.

Pbi tugng 1: Phong van trudng va pho phong kinh doanh may xuat nhap khau. Noi
dung phong véan s€ chuyén séu vao trong bén tiéu chi tai chinh, khach hang, quy trinh ndi bo,
dao tao va phat trién. Dé xem xét muc do thich hop cua cac chi s KPIs. Thoi gian phong van:
Khoang 30 phiit sang ngay thir 7 hang tuan.

Péi tugng 2 : Phong van ban giam dbc. Noi dung phong van 1a nham danh gia két qua
va x4c dinh su dinh chuan cho céac chi sé thuc hién KPIs. Thoi gian danh gia duoc dién ra
trong khoang 30 pht.

3.3. Phwong phap nghién ciru
3.3.1. Xdc dinh quan diém chién lwoc ciia Tong cong ty

Nganh dét may 13 nganh dugc xem dang & trong giai doan bdo hoa, vi viy dé bao vé
loi thé canh tranh va duy tri kha ning sinh loi trong nganh thi hién tai Tong cong ty ¢ phan
dét may Hoa Tho dang theo dudi chién luoc dan dao vé chi phi.

3.3.2. Xdy dung so do muc tiéu chién lwoc cho tong cong ty

Dinh huéng chién luoc va muc tiéu cua Tong cong ty s€ dugc dich chuyén vao trong
cau triic Balanced Scorecard, trén co Sy b6n yéu td ctia nd: vién canh tai chinh, khach hang,
quy trinh ndi bd va dao tao — phat trién. D& hinh thanh nén so dd muc tiéu chién luge cho
Tong cong ty.

3.3.3. Thiét Idp cdc tiéu chi do luong

Sau khi d3 thiét 1ap xong so d6 muc tiéu chién lugc cho Tong cong ty, ta can phai xay
dung cac tiéu chi dé do luong cho ting muc tiéu do, muc dich la dé do luong muce do dat dugc
clia cac muc tiéu chién lugc ciia Téng cong ty.

3.3.4. Lén ké hoach hanh dong
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Chuong trinh hanh dong d6 né s€ bao gém cac chuong trinh thyc thi — nhimg chuong
trinh thyc thi nay sé tao nén két qua, 1a yéu tb can thiét dé dat dwoc cac myc tidu cta Tong
cong ty, cac chuong trinh nay s€ chi dinh cac ngudn luc nhu con ngudi, cac ning luc va ngudn
ngan quy can thiét dé thyc hién.

3.3.5. Ddnh gid két quad cdc muc tiéu chién lirgce

Céc tiéu chi do ludng nay can phai duoc thu thap dit liéu dé so sanh két qua thuc té dat
duoc véi muc dich da dé ra ciia Tong cong ty, tir 46 Tong cong ty co xac dinh dugc khoang
tréng gitra két qua thyc té va muc dich.

3.3.6. Ap dung thi diém cho bg phdn kinh doanh may xudt nhdp khdu

Céc budc dé phat trién mot hé thong thé can bang diém cho bo phan kinh doanh may

Xuét nhap khéu s& duge thue hién theo cac budce trong so dd dudi.

Xéc dinh chién luge
kinh doanh ctia cong ty

\ 4

Xac dinh chién luge
cua bd phan kinh doanh
may

y

Chuyén dbi chién lugc
theo 4 tiéu chi cia
Balanced Scorecard

Nhin dang cac KPI < Phit trién KPI <
Xac dinh trong so cac KPI ~ -
Chuén bi thu thap di liéu v

Thu thap di liéu KPI phong ban Phat trién tmg dung cho
Dinh lugng KPI cho phong ban. céc chi sé thuc hién
Phan tich sy hoan thanh ciia phong KPI ) ’
ban

Panh gia KPI

A

Xéc dinh diém manh va diém yéu f ) . ;
D¢ xuit bi¢n phap h tro KET LUAN VA KIEN

NGHI

Hinh 3.6.1: Mo hinh cdc budc thuc hién phuwong phap BSC cho bo phdn KD

4. KET QUA

Thong qua viéc nghién ctru cac budce nén tang cho viéc tmg dung mot hé thong thé can
bang diém cho Tong cong ty va phat trién Gmg dung thi diém cho bo phan kinh doanh ta ¢
duoc mot sb két qua nhu sau:

Thir nhat: P tao ra dugc mot so dd muc tiéu chién luge cho Tong cong ty (so do 1),
s0 d6 nay di cung cap mot cach nhin nhan vé cau tric t chirc trong sy tich hop cac muyc tiéu
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ctia t6 chirc trong bon vién canh cua Balanced Scorecard N6 minh hoa mdi quan hé nguyén
nhan — két qua ma lién két cac két qua mong muon trong vién canh vé khach hang va tai chinh
to1 nhitng qua trinh hoat dong noi bo then chét, nbi bat — quan 1y cac qua trinh hoat dong, quan
ly khach hang, cai tién va qua trinh x4 hoi. Nhing qua trinh then chdt nay no tao ra va phén
phdi ménh dé gia tri t61 cac khach hang myc tiéu va né cing day manh muc tiéu vé hiéu qua
ctia t6 chirc trong vién canh tai chinh. Hon thé nita so d6 chién luoc cua Téng cong ty nd ciing
xéac dinh cac ning luc cu thé trong tai san vo hinh cua t6 chirc — ngudn luc con ngudi — cong
nghé théng tin va ngudn luc 6 chirc — ma duge yéu cau dé phuc vu cho su chuyén giao nhimg
qua trinh ndi bo thiét yéu.

SU MENH - VIEN CANH - CHIEN LUQC TONG CONG TY

VIEN | |

CI}NH F1:Phat trién va ning cao gia tri cho Téng cong ty
TAI

CHINH

F4: Nang cao
TN cho Nvién

F3: Doanh thu
1000 ty ddng

F2:Cai  thién

2 F5:Tao ra nhitng
cau tric cphi

nguoén TN md&i

VIEN
CANH C1:Tham nhap C2: Nang cao su C3: Nang cao chit C4: Phat trién
KHACH vao TT Chau A thda man ctia KH luong san pham thurong hi¢u HTho
HANG
Quan ly qua trinh HDong Qua trinh quan ly KH Qua trinh cai tién Quan ly qua trinh xa hoi

VIEN I1: SX SPhim o D R

. v6i chi phi thap I5: Giam thoi I7: Cai thién
CANH gian cua chu Mtruong  1am
Vi 4 Hi éu S trinh Ptrién SP viéc cho Nvién
QuY 2: Phan Phéi hon  ve  cdc

; SP véi cphi thap phén doan KH

TRINH = ) s

X . I6: Hiéu qua 18: Gop phan
NOI BO ) R trong viéc SX vao giam thiéu

13: Néng cao . 2 o a1
- X san pham méi 6 nhiém MT
nang lyc ciia TS

VIEN ;
CANH L1: Néang cao L2: Nang L3: 0 L4: Nén van L5: Nang cao
PTAO VA su  hidu biét cao ky niang nhap IT vao hoa ‘céi tién,t,rao ky nang Qly
PHAT hiéu Nvién cho Nvién quy trinhKD quyén va Lkét cuanha LD
TRIEN

Hinh 1 : So do muc tieu chién luoc
Tha hai: N6 ciing d3 tao ra mot bang cac danh muc tiéu chi do luong va ké hoach hanh
dong — Giup Tong cong ty co thé dat dugc cac muc tiéu chién luge cia minh théng qua cac
chuong trinh thuc thi va ngudén ngan quy dugc phan bd cho mdi chwong trinh d6. (dugc thé
hién qua bang 1).
Tha ba: Viéc phat trién hé théng thé can bang diém vao trong bd phan kinh doanh nd
da giup bd phan nhan ra dugc cac diém manh va diém yéu dang tdn tai cua minh, ciing nhu 1a
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Bang 1 : Cdc tiéu chi do lwong muc tiéu chién lwoc va ké hoach hanh dong

29

HE THONG THE CAN BANG PIEM ] KE HOACH HANH PONG
TAN SO : NGAN
VIEN CANH MUC TIEU CHIEN LUQC PO LUONG g;[cjﬁ PO CHUONG iﬂNH THYC SACH
i i , LUONG (tri€u)
F1: Phat trién va nang cao gié tri cho Cty Tdc dd phat trién ctia Tong cong ty 15% Nim
F2: Cai thién cau trac chi phi % chi phi dugc giam xuong 10% Quy
Vién Canh Tai | F3: Doanh thu 1000 ty dong Duya vao két qua doanh thu 1000 ty Néam
Chinh F4: Nang cao thu nhép cho nhén vién % thu nhap nhén vién dugc tang lén 10% Quy
. ~ A A Lgi nhuén tir nhitng khach hang méi 20% Théang
F5: Tao ra nhimg nguon thu nhap méi Loi nhuan tir nhitng san phdm méi 15% Nam
C1: Tham nhip vao thi trudng Chau A Thi phan & thi truong Chau A 5% Nam Tép trung vao ting phan doan 300
Vién Canh C2: Nang cao sy thoa man ciia KH % khach hang duogc théa min 90% Quy Nhan manh hé théng CRM 150
Khléch Hang C3: Nang cao chat lugng san pham Con s0 cua nhiing 161 phan nan 1/100 bH Théang Tap trung vao KCS 100
C4: Phét trién thuong hiéu Hoa Tho Nhiin hiéu duoc wa thich va nhan biét Ting 20% | Nam ﬁi}éﬁ‘mg trinh quang b thuong | 5y,
. v I1: San xuat SP véi chi phi thap nhat Chi phi trén mét don vi dau ra Giam 10% | Théng Cﬁuong trinh kiém soét chi phi 150
o QJ‘;“mnﬁ 12: Phan phdi SP véi chi phi thip nhat Chi phi trung binh cho 1 1n phan phdi Giam 10% | Thang Giam thoi gian phan phéi 50
FE goa ¢ don I3: Nane cao nine luc st dune 3 san % nang lyc st dung cua tai san 90% Cubi ky Chuong trinh bao tri, bdo quan 50
S| hoatdols | o Tans gl ing S6 lwong va % cua sy hong hoc Giam 15% | Thang méay moc
= 2‘:‘“ ¥ | 14: Hiéu r6 hon v& cac phan doan KH Hidu 1o v& thi phan m&i phan doan 70% Quy Khao sat timg phan doan KH 10
Bt
: 15: Giam bot thoi gian cua chu trinh phat | % nhimg k& hoach thyc hién ding tién d9 90% Thé}ng Chuong trinh quan 1y k& hoach 30
é Qua trinh | trién sdn pham Thoi gian tir lac bat dau dén khi dat dugc KQ <9thang Cuoi ky Toi wu hoéa chu trinh thoi gian 50
= | cditién 16: Hicu qua trone vice Sin xuit SP méi Tinh an toan tr nhimg san phdm mdi 100% Cubi ky Nhan manh vao hé thong R&D 200
5 g gVIe Chi phi san xuét cho san pham méi Giam 15% | Cudiky Chuong trinh kidm soat chi phi 100
(: . v I7: Cai thién moi truong lam viéc cho | Su thoa mén cua khach hang néi bo 95% Quy Tap trung vao khach hang néi 150
@ | Quan 1y | pan yign Hiéu suéit 1am viéc ctia nhan vién Ting 20% | Quy bd
> | qua trinh : — Y SRS o S - T A A - ; >
= LA: I8: Gop phan vao viéc gidm thieu 6 nhiem | Ngan sach hang ndm cho viéc bido vé moi < < Tham gia cic chuong trinh
xa hoi G \ Tang 10% Nam o KA1 A 100
mdi trudong truong giam thiéu 6 nhiém méi trudng
5 Ngudn L1: Nang cao sy hiéu biét cho nhan vién | Su hiéu biét v& khach hang, san phdm va Cty | 90% Quy Céc chuong trinh truyén thong 50
| lwc con Mitc d6 huan luyén cho nhan vié 80% y 5 cac 16p da A
’ .. A Y A 0 1 luyén cho nhén vién () Quy Mo cac 16p dao tao cho nhan
; nguol L.2: Nang cao ky nang cho nhén vién Ngén sach dé phat trién cac ky nang cho NV Tang 15% Quy vién 300
S | Nguén ‘
z bfg Iwe thong | L3: Hoi nhdp IT vao quy trinh kinh doanh | % nhiing quy trinh hoat dong duoc su dung IT | 55% Quy Pau tu vao cong nghé thong tin 300
A & tin
= A < . ae A X 5 . A . X, g , A “a -
= N L4: Nén van hoa cai tién, trao quyén va | Muc do tham gia ra quyét dinh cua nhan vién 80% Quy . A
S i‘lg“"“ & | lien Kt Miic d¢ lién két giita cac nhan vién trong Cty | 90% Quy Gido duc ndi bo 100
= we 0 _
= g A P T o = R - P - YT .
S chire L~5. Nang cao ky nang quan ly cia nha | % ,nhu'ng‘ nguoi quan ly dugc di hoc tap & Téng 15% N&m CNhuong trinh phéat trien nha 200
lanh dao nudc ngoai. lanh dao
Téng ngan sach 2 590
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phat hién ra duoc mot cach nhanh chong nguyén nhan cia viée tao ra cac diém yéu d6 thong
qua mdt loat cac mdi quan hé nhan qua trong so dd muc tiéu chién lugc. Tir d6 cac nha quan ly
trong bo phan co thé thuc hién cac quyét dinh ding din nham cai thién ciing nhu khic phuc
cac diém yéu ctia bo phan. Pong thoi ciing phat huy cac diém manh nhim nang cao hiéu qua
hoat dong cua phong ban minh, cling nhu néng cao hiéu qua hoat dong cua Tong cong ty.

Tom lai dé tai da tao ra mot nén tang vimg chic cho viéc phat trién mot hé thong thé
can bang diém cho Téng cong ty ¢ phan dét may Hoa Tho, ddng thoi viée ing dung thi diém
cho b phan kinh doanh may xuét nhap khau di gitip bd phan danh gia mot cach hiéu qua viée
thuc thi chién lugc ciia minh, tir d6 nhéan dién ra dugc cac diém manh, diém yéu dang con ton
tai, trén co s& d6 dé ra cac giai phap dé han ché dwoc cac diém yéu va phat huy nhiing diém
manh do.
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