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- UNG DUNG BALANCED SCORECARD (BSC)
PE PANH GIA THANH QUA PHONG KINH DOANH

CUA CONG TY BAT PONG SAN VIET NAM

TS. Luu Truong Van'
KS. Nguyén Phi Khanh?

TOM TAT
Nhiéu céong ty bat dong san tai Viét Nam dang thiéu phwong phdp hiéu qua dé do
luvong thanh qua. Trong bai bao nay Balanced Scorecard (BSC) duoc dung de danh gid
su thuc hién chién luoc cua Phong Kinh doanh trong cong ty bdt dong san Viét Nam.
Nghién cuu duoc ap dung tai Phong kinh doanh cua Cong ty Hoang Anh dé xac nhdn
phuwong phap trong thuc té. Phuong phap tu doi sanh duoc ké thira dé danh gia thanh qua
cua don vi. Cdc két qua da chi ra rang thanh qua chung cua don vi khdo sdt la trung binh.

Twr khoa: Do luong sy thuc hién, BSC, cong ty, bat dong san, Viét Nam.
ABSTRACT

Many real estate companies in Vietnam are lacking an effective method to measure
their performance. The balanced scorecard (BSC) is described to evaluate the strategic
performance of the sale department of the real estate company in Vietnam. The sale
department of Hoang Anh company was used as an example to validate the approach.
The self-benchmarking approach was adapted to evaluate the department s performance.
The results indicated that the whole performance of the selected department is at the

moderate on the performance scale.

1. PAT VAN DE

Trong xu thé toan cau hoa hién nay,
dac bi¢t 1a khi ching ta chinh thuc tro
thanh thanh vién cia WTO thi hoat dong
cua cac cong ty ¢ Viét NamThu Vién
bién T Truc Tuyén Viét Nam s€ dang
trude nhitng co hoi va thach thire rat 1on.
Trudc tinh hinh do, giai phap hiru hiéu
cho cac doanh nghiép trong nganh xay
dung 1a phai tu cai thién chinh minh bang
cach danh gia lai hiéu qua hoat dong trong
ndi bo nham kip thoi diéu chinh chién
lugc hoat dong san xuét, kinh doanh va
phuong phap quan Iy dé thich nghi véi
diéu kién kho khan trude mét. Balanced
Scorecard (BSC) la mdt phuong phép
hiéu qua dép ung nhu cau trén (Kaplan &
Norton, 1992).

Bai b4o nay trinh bay cac két qua cua
mot nghién ctru nham danh gia thanh qua
hoat dong ctia mgt Phong kinh doanh tai
mot doanh nghiép kinh doanh bat dong san
bang phuong phap BSC.

~ 2.CAC NGHIEN CUU PA THUC
HIEN VE BSC TAI VIET NAM VA
THE GIOI TRONG NGANH XAY
DUNG.

Lé (2005) da ung dung thanh cong
BSC trong viéc danh gia thanh qua lam
viéc Phong Cong trinh thudc cong ty Lién
doanh Phii My Hung. Két qua do luong
da chi ra dugc cac KPI (Key Performance
Indicator) hoan thanh ¢ mirc “kém”. Trén
co s do, cac giai phap nham cai thién sy
thuc hién ciing duoc dé nghi. Vi (2006) da
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nghién cuu 1’1ng dung phuong phap BSC
nham danh gla tién trinh thye hién cho Dy
an dau tu xay dung khu dan cu Pong Diéu

- Q.8, TP. HCM. Luu (2010) da nghlen
ctu Umg dung BSC trong vigc danh gia
thanh qua lam viéc cua Cong ty Co phan
Rang Dong. Luu & cong sy (2008) da tich
hop BSC va SWOT dé danh gia sy hoan
thanh chién luoc ciia Cong ty Xay dung
An Giang (ACC).

Nhleu nha nghién ctu trén thé gioi
da cb gang ap dung KPI dé do luong su
thuc hién trong cong nghi¢p xay dung
(Kagioglou & cong su, 2001). Cac nghién
ciru nay da tap trung vao: (1) do luong su
thanh cong cua cac du an xay dung (Chan
& Chan, 2004); (2) duyét lai va danh gia lai
su sir dung hi¢u qua cua cac KPI da dugc
phat trién trong cong nghiép xay dung Anh
(Beatham & cong su, 2004). Ngoai ra BSC

cling da dugc ap dung de do luorng su thuc

hién cta dy an phat trién ngudn nudc tai
Thai Lan (Wongsamut, 2002), du an phat
trién nguén nhan lyc (Welker, 2002) do
hIO’ng sy thuc hién cua phong xay dung
ciia nha dau tu bat dong san Thai Lan
(Chaichan, 2002).

3.PHUONG PHAPNGHIEN CUU
Quy trinh nghién ctru duogc trinh bay

trong Hinh 1. Don vi khdo sat la Phong
Kinh doanh cua Cong ty c6 phan xay dung
& phat trién nha Hoang Anh truc thudc
Hoang Anh — Gia Lai Group

Buéde 1: Xac dinh chién luoc cua
don vi khao sat

Cong ty C6 phan Xay dung va Phat
trién nha Hoang Anh (Cong ty Hoang Anh)
la mdt thanh vién cua Tap doan Hoang
Anh Gia Lai (HAGL) v6i chirc nang chinh
la Xay dung va kinh doanh bat dong san,
cho nén chién luge ctia Phong Kinh doanh
- Cong ty Hoang Anh da duogc xac dinh
(khong bao ham trong nghién ctru nay).

Bude 2: Phat trién cac chi sb thuc
hién KPI

Budc nay bao gdm céc cong viéc chu
yéu nhu sau:

« Chuyén chién legc ciia Phong kinh
doanh theo cac tiéu chi cua Banlanced
Scorecard.

Céc chién lugc clia phong kinh doanh
sau khi dugc xac dinh va khang dinh lai boi
Ban giam ddc cong ty s& dugc chuyén hoa

thanh cac muc tiéu theo cac ti€u chi cua
BSC, cu thé 1a: (1) Tiéu chi tai chinh; (2)
Tiéu chi khach hang; (3) Ti€u chi hoat dong
n6i bd; (4) Tiéu chi hoc hoi & phat trién.

Hinh 1. Quy trinh nghién ctru

Xac dinh chién lugc cong ty

Y

Phat trién cac chi s thuc hién KPI [« A

Thu thap d li¢u

Kiém tra
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* Xdy dung so bo cac KPI cho Phong
kinh doanh

Dua vao so do chién luge so bo trén,
ta xac dinh cac chi so thuc hi¢n (KPI) so
bo cho hoat dong cua Phong Kinh doanh.

* Do lvong cac chi s6 thuwe hién KPI
so bo cua Phong ban khao sat

Mot cudc phong van duoc thuc hién
dé do ludong murc d6 phu hop cua cde chi
s6 thuwe hién (KPI) nay véi tinh hinh thyc
tién hoat dong cuia Phong Kinh doanh. Ddi
tuong dugc moi tham gia khdo sat 1a cac
truong, phd phong kinh doanh, cac chuyén
gia tur van va ban giam déc coéng ty nham
khang dinh tinh thdng nhat cao cua ho
vé viée chon cac chi s thuc hién nay. So
luong moi tham gia khao sat 1a 8 nguoi.

* Banh gia cac KPI

Céc KPI so bd noéi trén dugc duyét
lai 1an nita boi giam dbc bo phan va trudng
phong kinh doanh nham khang dinh tinh
thich hop trude khi dung lam bd KPI co
s cho viéc thu thap dir li¢u va déanh giad
két qua hoat dong cta Phong kinh doanh
sau nay.

Trong budc nay, nhim tao diéu kién
thuan tién cho cac phan tich va dién giai
sau nay, bo chi s6 thuc hién nay cling dugc
ma hoa theo tung ti€u chi cua Balanced
Scorecard.

e Xac dinh cdc trong 56 cho tung KPI
va cdc tiéu chi twong ung

O budce nay vi¢c xac dinh trong sb
cho tirng KPI trong cac ti€u chi va va trong
sb cho cdc tiéu chi tai chinh, khach hang,
hoat dong noi bo va hoc hoi & phat trién
1a rat quan trong. Cac trong s6 ndy thé hién
murc do anh hudng cia timg chi sé va tiéu
chi twong tng d6i v6i sy hoan thanh chung
cua Phong kinh doanh, thé hién rd tinh can
bang ctia BSC d6i vai cac tiéu chi khao sat.
Viée tinh toan chi tiét s& duge trinh bay cu
thé trong qua trinh thuc hién, va duoc tinh
toan dua vao 1y thuyét phat trién trong s6.

Buwéc 3: Kiém tra tinh nhan qua

Bude nay nhiam kiém tra mdi quan
hé nhan qua gitra cac KPI vira dugc xac
dinh ¢ trén. Day 1a yéu t6 co ban va lam
cho BSC phat huy tinh kha dung, vi vay
rat can thiét kiém tra xem cac KPI c6 mdi
quan hé hay khong, cai thién KPI nao s¢€
c6 tac dung giup hoan thanh muyc ti€u cua
Phong kinh doanh. Cac KPI chi c6 y nghia
thuce tién khi chiing tao ra duoc nhiéu mdi
quan hé nhan — qua véi nhau, day la co s¢
dé danh gia tinh hiru dung ctia cac KPI vira
duogc khao sat cling nhu dé loai bo hodc
bd sung hay gir lai cac chi sb d6 trong bd
KPI co so.

Budéc 4: Ung dung cac KPI

* Thu thap dir liéu

Mot trong nhirng tinh chat ctia KPI 1a
lwong hoa duge. Do tinh chat nay, & budc
nay cac dit liéu can duoc thu thap cho ting
KPI va viéc thu thap nay can duoc thé hién
rd cac yéu td sau: loai dir liéu, nguén dtr
liu, va cach xac dinh du liéu

* Dinh luong KPI cho Phong Kinh doanh

Tu cac dir liéu thu thap dugc trong
budc chuan bi & trén, cac KPI theo cach
xac dinh va céc dir liéu twong ung s€ duoc
xéc dinh gia tri ciia minh, day sé 1a ngudn
dir liéu cho viéc danh gia hi€u qua hoan
thanh sau nay.

Budce S: Xay dung bd dir liéu KPI
so sanh

Dé c6 co so danh gia cac KPI cua
Phong Kinh doanh vtra x4c dinh gia tri &
trén, can c6 mot bo dit liéu chuan khac dé
lam co s& so sanh. Nghién ctru nay chon
phuong phéap d6i sanh voi chinh minh (self
benchmarking). Pay 1a viéc so sanh cac
chi sd thuc hién véi cac chi s6 thue hién
cua chinh minh trong cung thoi ky hoat
dong cua cac nam khéc nhau.

Budc 6: Danh gia su hoan thanh cua
Phong Kinh doanh

Dua vao két qua tinh toan cac gia tri
cua Phong Kinh doanh va bg chi s6 thuc
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hién (KPI) so sanh dé tién hanh danh gia va
cho diém cac chi s6 KPI cua Phong Kinh
doanh. T d6 tién hanh tinh toan mutc do
hoan thanh cac KPI va céc tiéu chi tuong
g ciing nhu sy hoan thanh tong thé cua
Phong Kinh doanh.

Can ctr cac nghién cuu trudc day,
viéc danh gid sy hoan thanh ctia Phong
Kinh doanh quy dinh nhu sau:

« Mirc @6 hoan thanh rat kém: 0% —
39%

* Mtrc d§ hoan thanh kém: 40% — 59%

* Muc d§ hoan thanh trung binh:
60% — 79%

« Mirc d6 hoan thanh tbt: 80% — 89%

* Mirc d9 hoan thanh rét tot: 90% —
100%

4. KET QUA NGHIEN CUU

4.1. Xdc dinh quan diém, chién lwoc
ciia Phong Kinh doanh - Cong ty Co phan
Xdy dung & Phat trién nha Hoang Anh

Tt tdm nhin va st ménh cua Tap
doan HA-GL, Ban lanh dao Cong ty Hoang
Anh cling da c6 quan diém riéng cho linh
vuc kinh doanh bat dong san nhu sau: “Vi
cugc song tién nghi, chung toi mang déen
nhitng cong trinh chdt luong cao”. Can
ctr chién luge cua Cong ty da xdc dinh,
chién lugc cuia Phong Kinh doanh dugc
xac dinh thong qua viéc phdng van va thao
luan véi mdt trudng phong va pho phong
Kinh doanh cua cong ty. Chién lugc nay
nhu sau:

* San pham dan dau thi truong - S6
lugng nhiéu, tinh canh tranh cao.

» On dinh va phat trién — Duy tri tiém
nang, thu hut nguon lyc mai.

« T6i da hoa loi nhuan — Rut ngin
thot gian tiéu thy sdn pham, tang so6 lugng

san pham giao dich thanh cong va giam
chi phi ban hang.

* Quan 1y rui ro - Nhan dién va han
ché cac loai rui ro co thé.

« Hudng dén sy chuyén nghiép — Mbi
truong lam viéc 6n dinh va chuyén nghiép.

4.2. Xdy dung cdc chi sé thwe hién
KPI cho Phong Kinh doanh

Cin c&t vao chién luoc cia Phong
kinh doanh da duoc xac dinh, co 19 KPI
phan anh sy thyc hién chién lugc cua
Phong Kinh doanh da dugc nhan dang.

4.3. Phdt trién va thong nhit cdc chi
sé thwe hi¢n KPI cho Phong Kinh doanh.

« Panh gia cac chi s thue hién KPI
so' b0

Pé dam bao tinh khach quan cua cac
KPI so bd da nhan dang, mot cude khao
sat danh gid da duogc thyc hién voi thanh
phan gom: mot tong giam ddc, hai pho
tong giam dbc, hai phé phong kinh doanh,
bbn chuyén vién kinh doanh. Ho duoc moi
phong van truc tiép dé viéc danh gia mirc
dd quan trong cua cac KPI trén. Thang
danh gia dung thang do 5-scale vé1 muc 1
1a mirc it quan trong nhat va mic 5 1a murc
quan trong nhat.

Két qua khao sat chi ra cac KPI so
bd néu trén déu phu hop véi tinh hinh hoat
dong thyc tién ctia Phong kinh doanh. Tuy
nhién, c6 hai chi sb khong dat dugc su
ddng thuan cho phép trong qua trinh danh
gia: KPI “Ty l¢ % chi phi ban hang so voi
tong doanh thu” va KPI “Sé lwong hop
dong bi tranh chdp”. Do d6, hai KPI nay
s€ duoc loai bd vi khong phan anh duoc
tinh hinh hoat dong thuc tién ctia Phong
kinh doanh. Nhu vay tong sé KPI dat yéu
cau va duoc gitr lai 1am b chi sb do luong
gdém 17 KPI (Bang 1).
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Bang 1. Bang cac chi s6 thue hi¢n KPI co s&
Chién lwgc clia o n . £ o Ma
Stt Phong kinh doanh Muc tiéu thue hién Chi s0 do thuc hi¢n (KPI) higu
Tai chinh
San pham dan 4 . z .+ | S6 m2 san trung binh cung
01 dAu thi truong S6 lugng san pham nhiéu {mg cho thi truong FN1
Rut ngén thoi gian Ty 1& % gia tri hang ton kho
) tiau thu san pha i oi tri hane b4 FN2
02 | Téi da hod lgi nhugn | 60 thu sdn pham so voi gia tri hang ban
Téng doanh thu Ty 1¢ % doanh thu tang trung binh FN3
Khach hang
Ty 18 % s6 lugng giao dich thanh cong
e A £ 114 \ 2 CM1
Phuc vu khéch so voi tong so khach hang tiém nang
, hang tot nhat Ty 1€ % ) luong giao dich lan 2, lan 3... CM2
01 | On dinh va phat trién 50 v6i tong sO giao dich thanh cong.
. S 1A O/ e sx . N A =
Théo mén yéu ciu Ty 1€ % gia tang khach hang tiém nang CM3
cua nha diéu hanh Ty 1& % gia tang loi nhuan CM4
Hoat dgng ngi bo
L. o Sé luong du an dugc tham do thi
Rui ro thi trwong truong trwée khi thuc hién IP1
Rui ro 1i suat Ty 1& % chi phi vay von ngan hang 1P2
Nhan dién va
01 han ché cac loai Ty 1€ % ng so v6i von chi so hitu 1P3
rui ro c6 the -
Rui ro tai chinh Ty 1€ % von gop thu dugc tir khach hang P4
.. A S6 lugng cac du an gap
Rui ro phap ly tryc tric vé phap Iy 1P5
02 Cham soc Phat trién mdi quan S6 1an tiép xuc ciia nhan vién IP6
khach hang hé véi khach hang doi voi 1 khach hang
Hoc héi & phat trién
Mi trudng lam Ty 16 % nhén vién nghi viéc LGl
viéc On dinh
) Sé luong nhan vién co trinh d¢ dai hoc LG2
Hudng dén su Mai truong lam viéce
01 . n . I £ A A o
chuyén nghiép chuyén nghiép SO lugng nhan vién co nang LG3
lyc lam viéc gioi
Nang cao ky nang S6 lugng nhan vién dugc dao tao LG4
lam viéc k¥ nang chuyén mon tai cong ty

Sau d6, mot cudc khao sat lan hai
cling duoc thuc hién lai nham khrfmg dinh
murc d§ phu hop cua bo KPI co s¢ voi tinh
hinh thyc té cua Phong kinh doanh. Cudc

khao sat 1an nay chi tién hanh véi nguoi
lanh dao cta Phong kinh doanh va Tong
giam ddc cong ty. Két qua phong van rat
kha quan khi nhan duogc su déng thuan
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nhat tri cao tir hai lanh dao nay va ho cho
réng b6 chi sb do luong sy thuc hién nay
1a hoan toan phu hop v6i muc tiéu, chién
lugc dat ra cho Phong kinh doanh. Do d6,
b6 chi sb thuc hién nay hoan toan cé thé
duoc st dung dé danh gia muc do hoan
thanh chién lugc cho Phong kinh doanh.

* Kiém tra mdi quan hé nhin qua
giira cac chi s6 KPI

Tiép theo d6, mbi quan hé nhan qua
giita cac KPI duoc kiém tra. Két qua kiém
tra cho théy cac KPI da chon thuc su phu
hop dé 1am thude do ddi voi hoat dong cia
Phong Kinh doanh da lgya chon. Vi vay,
bude tiép theo 1a dinh cic trong sé cho
tung KPI va cho tung nhém tiéu chi thuc
hién lam co sé cho vi¢c danh gid sy hoan
thanh sau nay.

* X4c dinh cac trong so cho cac chi
s0 thure hién KPI

Viéc tinh toan trong s6 duoc thuc
hién theo céc cong thurc trong Hinh 2.

Trong do:
h = Chi sb cta cac KPI trong tiéu
chi tai chinh .
i = Chi s cua cac KPI trong tiéu
chi khéach hang.
j = Chi s6 ctia cac KPI trong tiéu
chi hoat dong ndi bo.
k = Chi s ctia cac KPI trong tiéu
chi nghién ctru & phat trién.
x = Chi s6 cta nguoi tra 10i cudc
khao sat.
nm = SO luong cac chi s6 thuc hién
KPI trong ti€u chi tai chinh.
ns = SO luong céac chi sb thuc hién
KPI trong ti€u chi khach hang.
np = So lugng cac chi sb thuc hién
KPI trong ti€u chi hoat dong noi bo.
nl = Sb lugng cac chi sb thuc hién
KPI trong tiéu chi nghién ctru & phat trién.
nr = SO luong nguoi tra 101 cude
khao sat.

Hinh 2. So @ tinh toan trong so ciia tirng chi sé KPI va tirng tiéu chi

Murc d6 quan trong cua cac KPI dugc khao sat
tur cac nha quan ly ctia cong ty khao sat

Phiin logi bén \ v v v
tiéu chi o , . Hoat dong Nghién cuu
- Tai chinh Khach hang ni bd & phit trién
S v ¥ v ¥
inh toan muc nr nr nr nr
do quan trong Z Thx Z Lix Z Lix Z Lex
trung binh ciia A, =X A, =21 Aj= x=l A, =X
tirng KPI 7 nr 7 nr . nr : nr
* nm nc np . nl
Tinh toan mirc Tm:ZAh TS:Z:Ai TPZZAJ T]:ZAk
dj quan trong h=1 i=I j=1 ol
trung binh tong ; %
cfng cua cdc
KPI W, = A, . . Aj .
2 (Tm+Ts+Tp+TI) ! (Tm+Ts+Tp+Tl)
Tinh todn trong y y
s6 ciia cic KPI W, - A, . W. - Ay .
- L (Tm+Ts+Tp+TI) K (Tm+Ts+Tp +TI)
Tinh todn trong L) v y v
$6 ciia tong cdc am ac S ... ol
L 5”, Wm =) W, Ws=>"W, Wp=> Wj Wl =YW,
tiéu chi bl o1 =1 k=1
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Ihx = Mtrc d6 quan trong cua cac chi
s0 thuc hién KPI thtr h xac dinh boi nguoi
khao sat thir x.

lix = Muc dd quan trong cua cac chi
s0 thuc hién KPI thtr 1 xac dinh boi nguoi
khao sat thur x.

Ijx = Mtic d§ quan trong cua cac chi
s0 thuc hién KPI thtr j xac dinh béi nguoi
khao sat thir x.

Ikx = Mtrc d6 quan trong cua cac chi
s0 thuc hién KPI thtr k xac dinh boi nguoi
khao sat thar x.

Ah=Muc do quan trong trung binh ctia
chi s6 thuc hién th h trong ti€u chi tai chinh.
Ai = Murc do quan trong trung binh
cua chi s0 thuc hi¢n thar 1 trong ti€u chi
khach hang.
Aj = Mtrc d6 quan trong trung binh
cua chi so6 thuc hién thtr j trong ti€u chi
hoat dong noi bg.

Ak = Muc d quan trong trung binh
cua chi s6 thuc hi¢n thu k trong tiéu chi
nghién ctru & phat trién.

Wh = Trong s6 cua chi s thue hién
KPI thtr h trong tiéu chi tai chinh.

Wi = Trong s6 cua chi s thuc hién
KPI thtr i trong ti€u chi khach hang.

Wj = Trong sb cua chi sb thuc hién
KPI thtr j trong tiéu chi hoat dong ndi bo.

Wk = Trong sb cua chi sb thuc hién
KPI thtr k trong ti€u chi nghién ciu &
phat trién.

Wm = Tong trong sb cua tiéu chi
tai chinh.

Ws = Tong trong s6 cua tiéu chi
khach hang.

Wp = Tong trong sb cua tiéu chi hoat
dong ndi bo.

W1 = Tong trong sb cua tiéu chi
nghién ctru & phat trién.

Tm = Mtic d6 quan trong trung binh
tong cong cua cac chi s6 thuc hién trong
ti€u chi tai chinh.

Ts = Mtrc d§ quan trong trung binh
tong cong cua cac chi s6 thuc hién trong
tiéu chi khach hang.

Tp = Muc d0 quan trong trung binh
tong cong cua cac chi sb thuc hién trong
ti€u chi hoat dong ndi1 bo.

Tl = Mtic d§ quan trong trung binh
tong cong cua cac chi sé thuc hién trong
tiéu chi nghién ctru & phat trién.

Ciing can luu y o day 1a sd lugng
va muc do nhiét tinh ctia cac nha quan ly
dugec moi khao sat trong sudt qua trinh
khao sat. Pay 14 yéu t6 quan trong quyét
dinh tinh chinh xac cua cac trong sb va su
phu hop nhét ctia bo chi s thuc hién KPI
dung cho vi¢c dadnh gia sy hoan thanh ctia
Phong Kinh doanh. Két qua trong sé cua
ting chi sé thuc hién va timg tiéu chi cho
trong Bang 3.

4.4. Danh gia sw hoan thanh cua
Phong Kinh doanh

« Chuén bi ngudn dir liéu

Muc dich 1a chuan bi céc dit liéu can
thiét phuc vu cho viéc xac dinh céc gia tri
ciia cac KPI dung dé do luong su hoan
thanh ctia Phong kinh doanh. Vi vay, cac
dir liéu nay can phai duoc 1am rd vé ngudn
thu thap dir liéu, loai dir li¢u can co, tan
suat cua dir liéu va cach xac dinh cho timg
loai dir liu.

- Nguon thu thép dir liéu: cac dit liéu
duogc thu thép tir cac phong, ban ciia Cong
ty Hoang Anh.

- Loai dir liéu can co: céc dit lidu nay
da duogc dinh nghia khi xac dinh cac KPI
chinh cho Phong kinh doanh.

- Tan sudt cia dir liéu: can xac dinh
10 céc gia tri dir liéu nay dugc thu thap theo
dinh ky trong khoang thoi gian 1a bao lau.
Déi voi phong kinh doanh thi tan suat ciia
dir liéu nén dugc tinh theo quy dé phan anh
dung thyc trang ciia hoat dong thyec tién.

- Cach xac dinh cho tung logi dir
lieu: vi dit li€u nay phuc vu cho viéc xac
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dinh céc gia tri cia KPI nén chung phai
c6 tinh chat luong hoa dugc, vi vay tung
chi s0 KPI s& dugc gidi thi¢u cach tinh
toan, cach dinh lugng tirng thanh phan cau
thanh chi s6 do.

* Thu thip dir liéu cho cac chi so
thuc hién KPI cia Phong Kinh doanh

Viéc thu thip dir liéu dé danh gia
dugc thuc hién theo hai phuong phap sau:

- Tat liéu luu trir tai cong ty: cac tai
liéu dugc cong ty luu trlr qua cac nam
2007, 2008, 2009 va 2010.

- Phong van c4 nhan: déi tuwong
trong giai doan nay phai la nhing can
b 1anh dao cap cao nhu gidm doc, pho

giam ddc coéng ty hodc trudng bo phan
lién quan.

* Panh gia cac chi so thye hién KPI
cua Phong Kinh doanh

O giai doan nay, viéc danh gid céc
chi s6 thuc hién KPI nay s dugc thuc hi¢n
dua vao dir liéu cuia Cong ty da hoan thanh
duogc trong qué khr, va viéc danh gia dugc
thuc hién dua theo thang do 5-scale véi
cac murc danh gié sau:

- Mirc d6 hoan thanh rét tot : mac 5

- Murc d6 hoan thanh tdt : mirc 4

- Mtrc d¢ hoan thanh trung binh : murc 3

- Murc @0 hoan thanh kém : muc 2

- Mitc d6 hoan thanh rat kém : mic 1

Béang 3. Trong so cuia cac chi so thuc hién KPI va cac tiéu chi

Stt | M3 hiéu Cic chi s6 thuc hién/ tiéu chi Trong sb
01 FN1 S6 m2 san trung binh cung tng cho thi trudng 4.77%
02 | FN2 Ty 18 % gia tri hang ton kho so v&i gia tri hang ban 6.11%
03 FN3 Ty 1€ % doanh thu tang trung binh 5.53%
Wm Trong so cia tiéu chi tai chinh 16.41%
oo o | e i i cng
5 |2 | o deh i, 573%
06 |CM3 Ty 1& % gia tang khach hang tiém ning 6.49%
07 CM4 Ty 1€ % gia tang loi nhuan 6.11%
Ws Trong sb ciia tiéu chi khach hang 24.81%
08 IP1 Sb luwong du an duogc tham do thi trudng trude khi thuc hién 6.30%
09 | IP2 Ty 1& % chi phi vay von ngan hang 5.34%
10 IP3 Ty 1€ % ng so voi von chi s& hiru 5.53%
11 1P4 Ty 1& % vbn gop thu duge tir khach hang 6.30%
12 | IP5 S6 lwong cac du 4n gip truc tric vé phap 1y 5.92%
13 |1IP6 S6 lan tiép xuc cta nhan vién di voi 1 khach hang 5.73%
Wp Trong s6 cia tiéu chi hoat djng ndi bd 35.11%
14 |LG1 Ty 1€ % nhan vién nghi viéc 5.53%
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15 LG2 S6 luwong nhan vién c6 trinh d6 dai hoc 4.77%
16 |LG3 S6 lugng nhan vién c6 ning luc lam viée gioi 6.68%
17 LG4 SE) luong nAhan Ylen (-111(;7c dao tao k¥ 6.68%
nang chuyén mon tai cong ty
Wi Trong so6 ciia tiéu chi hoc hoi & phat trién 23.66%

Nhu vay, dé tién hanh danh gia cac
chi s6 thuc hién KPI trén ta can xay dyng
mot bo chi sd thuc hién so sanh dua vao
cac s6 liéu ciia Cong ty da thyc hién trong
qua khtr, va phuong phap danh gia nay la
phuong phap danh gia so sanh vdi két qua
hoat dong da thuc hi¢n cua chinh Phong
Kinh doanh.

Cac budc xay dung bo dir li€u so
sanh nay duoc thuc hi¢n nhu sau:

- Thu thap dir li¢u cua cac KPI qua
cac nam 2007, 2008, 2009 va 2010.

- Thong nhat bo dit liéu thu thap duoc
bang cach thao luan véi lanh dao cong ty
vé céc gia tri dinh mtc cho tung chi sb
thuc hién dung dé so sanh.

- Gan cac muc do hoan thanh cua
thang do Likert 5-scale theo nguyén tic
muc tt nhit 1a mirc 5 va mire xau nhat 1a
muc 1, cac muc 2, 3 va 4 duoc phan chia
déu trong cac khoang do con lai.

Nhu vay, dit liéu dung cho viéc so
sanh danh gia d c6 day du, budce tiép theo
1a danh gia cac chi sé thuc hién KPI nay,
viéc danh gia nay dugc thuc hién nho vao
hai nguoi ¢ kinh nghiém quan ly trén 10
nam va hoat dong trong linh vuc bét dong
san gom: giam ddc san giao dich bat dong
san va giam déc diéu hanh.

* Phan tich sy hoan thanh cia
Phong Kinh doanh

Piém sé duoc danh gia boi cac
chuyén gia, cac trong so cua tung KPI va
tung ti€u chi da dugc chuan bi trudce & trén
s€ la dir liéu cho viéc tinh toan sy hoan
thanh cua tung tiéu chi theo BSC. Viéc
tinh todn tirng murc d§ hoan thanh cua tirng
chi s6 thuc hi¢n va tung tiéu chi duoc trinh
bay trong Hinh 3.

Trong do:

h = Chi sb cac KPI trong tiéu chi tai
chinh.

i= Chi so cac KPI trong tiéu chi
khéach hang.

j = Chi sb cua cac KPI trong tiéu chi
cua qua trinh hoat dong noi bg.

k = Chi s6 cac KPI trong tiéu chi
nghién ctru va phat trién.

nm = S6 lugng cac chi sb thuc hién
KPI trong ti€u chi tai chinh.

ns = S6 luong céc chi sb thuc hién
KPI trong ti€u chi khach hang.

np = S6 luong cac chi sé thuc hién
KPI trong ti€u chi hoat dong ndi bo.

nl = Sb lugng cac chi sb6 thuc hién
KPI trong tiéu chi nghién ctru va phat trién.
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Hinh 3. So' d6 tinh mirc d9 hoan thanh (%) ciia Phong kinh doanh

Céc budc tinh toan sy hoan thanh chién luge Phong kinh doanh

\ 4

Y \ 4 Y

Phan logt Tiéu chi Tiéu chi Tiéu chi hoat Tiéu chi hoc hoi
4 tiéu chi tai chinh khach hang dong ndi bd & phat trién
l Y Y Y Y
Tinh todn diém
. R R, R
trong so cua Sh:Th*Wh Si:?]*wi Sj:?J*Wj Sk:?k*wk
tieng KPI
l Y Y Y Y
z .2 nm ns ap nl
Tong diem trong Sm = Sy S, =>.8; S, :ZSJ. S; =Sk
s0 cua tirng h=l| i=1 i= k=
tiéu chi
l Y Y Y Y
S S S S
s oA s \ T, =" T,=_ sz ? leil
Ty I¢ hoan thanh W, W, W, W,
clia tirng tiéu chi

+

Y

Ty 1é hoan thanh
ciia Phong
Kinh Doanh

T=S,+S,+S, +85,

W, = Trong s6 cua chi sb thyc hién
KPI thtr h trong ti€u chi tai chinh.

W. = Trong s6 cua chi sb thuc hién
KPI thtr i trong ti€u chi khach hang.

Wj = Trong s6 cua chi sb thuc hién
KPI thtr j trong ti€u chi qua trinh hoat dong
noi bo.

W, = Trong s6 cta chi sb thuc hién
KPI tht k trong ti€éu chi nghién ctru va
phat trién.

R, = Diém thé cua chi s6 thuc hién
KPI thtr h trong ti€u chi tai chinh.

R = Diém tho cua chi sd thuc hién
KPI thtr i trong ti€u chi khach hang.

Rj = Piém thd cta chi sd thuc hién
KPI thtr j trong ti€u chi hoat dong ndi bo.

R, = Diém tho cua chi s6 thuc hién

KPI thr k trong tiéu chi nghién ctru va
phat trién.

S, = Piém trong sb cua chi sd thuc
hién KPI thir h trong ti€u chi tai chinh.

S. = Piém trong s6 cua chi sd thuc
hién KPI thtr i trong ti€u chi khach hang.

SJ. =Piém trong s6 cuia chi sd thuc hién
KPI thtr j trong ti€u chi hoat dong nodi bo.

S, = Piém trong sb cua chi sd thuc
hién KPI thtr k trong ti€u chi nghién clru
va phat trién.

W = Tong trong sb cua tiéu chi
tai chinh.

W, = Téng trong sb cua tiéu chi
khach hang.

W = Téng trong sb cua tiéu chi hoat
dong ndi1 bo.
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W, = Toéng trong sb cua tiéu chi
nghién ctru va phat trién.

S = Tong diém trong sb cua tiéu chi
tai chinh.

S, = Tong diém trong sb cua tiéu chi
khach hang.

Sp = Tong diém trong s cua tiéu chi
hoat dong noi bo.

S, = Téng diém trong sb cua tiéu chi
nghién ctru va phat trién.

T_= Ty 1€ hoan thanh cua ti€u chi
tai chinh.

T, = Ty 1€ hoan thanh cua ti€éu chi
khach hang.

T =Ty 1€ hoan thanh cua ti€u chi
hoat dong noi bg.

T, = Ty 1€ hoan thanh cua ti€u chi
nghién ctru va phat trién.

T = Ty I¢ hoan thanh chung cua su
thuc hién chién lugc cia cong ty.

Sau khi c6 két qua tinh toan ty 1é
hoan thanh tirng chi so, tung ti€u chi va
hoan thanh tong thé, viéc danh gia mic do
hoan thanh cua Phong kinh doanh s€ can
cur vao cac muc do sau :

Mrc hoan thanh rat kém: 0% - 39%

Muc hoan thanh kém: 40% - 59%

Mtrc hoan thanh trung binh: 60% - 79%

Mc hoan thanh t6t: 80% - 89%

Mirc hoan thanh rat tot: 90% - 100%

Két qua tinh todn va phan tich su
hoan thanh ti€u chi tai chinh

Theo két qua tinh toan, sy hoan
thanh cua ti€u chi tai chinh chi dat ty 1€
30.35% tuong trng véi mirc 46 danh gia la
rat kém do tat ca cac chi s6 FN1, FN2 va
FN3 chi dat cac gia tri kém dén rat kém
tuong tng 1a 30.00%, 40.00% va 20.00%
(Bang 4).

Bang 4. Mirc d9 hoan thanh ciia tirng chi so va ciia tiéu chi tai chinh

STT KPI lﬁi PVT T"-’“Iglf‘;’ cua (f’hgz;“ Danh gi4
1 f}?on:i iamn (g;ng binh cung tmg | png | o, 477 30.00 Kém
2 gilgéi;”’tﬁii;{ghng nkhoso | oo | o, 6.11 40.00 Kém
3 gl-‘g }116 Yo doanh thu tang trung | g | o 5.53 20.00 Kém
Tiéu chi tai chinh TC % 16.41 30.35

Theo két qua tinh toan sy hoan thanh
cua ti€u chi khach hang, do tac dong ctua
chi s6 CM2, CM3 va CM4 véi mitc hoan
thanh tuong ung 1a 50.00%, 30.00% va
30.00% nén lam cho su hoan thanh cua

tiéu chi khach hang chi dat ty 1€ 45.08%
twong g voi muc do danh gia kém. Chi
¢6 duy nhat chi sé CM1 dat ty 18 70% ¢
murc danh gia trung binh (Bang 5).
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Bang 5. Mirc d9 hoan thanh ciia tirng chi s6 va ciia tiéu chi khach hang

Ma Trong s6 | % hoan , .
STT KPI hi¢u bVT ciia KPI thanh Danh gia
Ty 1& % s6 luong giao dich thanh
1 | cong so voi tong so khach hang CM1 % 6.49 70.00 Trung binh
tiém nang
Ty 1€ % ) luwong giao dich lan 2,
2 |lan 3... so vdi tong sb giao dich CM2 % 5.73 50.00 Kém
thanh cong.
" 1A 0/ i+ . N A
3 T}/ 1€ % gia tang khach hang tiém cM3 % 6.49 30.00 Keém
nang
4 | Ty I&¢ % gia tang loi nhuan CM4 % 6.11 30.00 Kém
Tiéu chi khach hang KH % 24.81 45.08

Theo két qua tinh toan, sy hoan chi c6 chi s6 IP2 c6 mirc danh gia kém
thanh cta tiéu chi hoat dong ndi bo dat ty  (40.00%) nén khong 1am anh hudéng nhiéu
1¢ 82.34% tuong ng v6i mic 46 danh gid  dén muc d6 hoan thanh chung cua tiéu chi
tbt trong d6 cac chi s6 déu dat mic danh nay (Bang 6).
gia tir trung binh dén rat t6t, duy nhat

Bang 6. Mirc d hoan thanh ciia tirng chi s6 va ciia tiéu chi hoat dong ndi bd

STT KPI 1?121 PVT fﬁg“ﬁ;‘l’ (yt"hl;’l‘i‘ln Danh gia

1 tsr‘; g‘;ntfu ‘L‘z ‘i‘:}lndgl‘ffctﬁin; do thi P1 | % | 630 70.00 | Trung binh

2 | Ty 1& % chi phi vay von ngan hang | IP2 % 5.34 40.00 Kém

3 | Ty 1& % no so véi von chu so hitu IP3 % 5.53 80.00 RAt tbt

4 gznz % von gop thu duge tirkhich | o, | o | 45 100.00 R4t tdt

5 S&f‘i’;g céc dy dn glp truc tric ve | yps | o | 50 100.00 RAt tdt

6 igilﬁnkﬁighxﬁgn‘;ﬁa nhén vién doi IP6 | % | 573 100.00 RAt tét
Tiéu chi hoat dong ndi bo NB % 35.11 82.34
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Theo két qua tinh toan, sy hoan

ty 1€ 66.13% tuong ung véi mic d§ danh
gia trung binh trong do cac chi so6 LGI

(100.00%) va LG2 (100.00%) dat ty 1&
thanh cua ti€u chi hoc hoi & phat trién dat  hoan thanh rat tot, LG3 (70.00%) dat ty

1¢ hoan thanh trung binh, LG4 (20.00%)
o0 muc ty 1€ hoan thanh rat kém (Bang 7).

Bang 7. Mirc d9 hoan thanh ciia tirng chi s6 va ciia tiéu chi hoc tip & phat trién

Ma Trong s6 | % hoan , .

STT KPI hi¢u bVvT ciia KPI thanh Danh gia
1 | Ty 1é¢ % nhan vién nghi viéc LG1 % 5.53 100.00 Rét t6t
2 | Sb luong nhén vién co trinh d6 dai hoc | LG2 % 477 100.00 Rét t6t

3 | S0 luong nhan vién ¢6 ning lyc LG3 | % 6.68 60.00 | Trung binh
lam viéc gioi
Ty 1€ % sb luwong nhan vién duoc
4 | dao tao k¥ nang chuyén mon tai LG4 % 6.68 20.00 Rat kém
cong ty

Tiéu chi hoc héi & phit trién HP % 23.66 66.13

Theo két qua tinh toan (Bang 8),
mic d6 hoan thanh tong thé cua Phong
kinh doanh dat mitc TRUNG BINH. Piéu
nay 1a phu hop véi thuc té tai don vi. Tidu
chi tai chinh & mirc rat kém (ty 18 30.35%)
cung v&i tiéu chi khdach hang cling & muc

kém (45.08%), tuy nhién tiéu chi hoat
dong nji bé lai dat muc tot (82.34%) va
tiéu chi Hoc héi & Phdt trién lai dat muc
trung binh (66.13%). Vi thé da giup cho
muc d6 hoan thanh tong thé cia Phong
kinh doanh dat murc trung binh 60.73%.

Bing 8. Mirc d9 hoan thanh tong thé ciia Phong Kinh doanh

Stt Chi s6 thue hién KPI 111\14@:1 PVT T"‘ii‘g sfhfﬁa f’hgzi‘l“ Danh gia
1| Tiéu chi tai chanh TC % 16.41 30.35 Rét kém
2 | Tiéu chi khach hang KH | % 24.81 45.08 Kém
3 | Tidu chi hoat dong ndi bo NB % 35.11 82.34 Tét
4 | Tiéu chi hoc hoi & phat trién HP % 23.66 66.13 Trung binh

Mirc d9 hoan thanh téng thé TT % 100.00 60.73 Tbril:lllg
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5. Két luin

Nghién ctru nay da trinh bay qua trinh
phat trién va thiét ké hé théng do luong su
thuc hién ctia Phong kinh doanh mot cong
ty bat dong san thudc mot tip doan tu nhan
c6 quy mo 16n tai Viét nam. Nghién ctru
nay da cho thiy rang Balanced Scorecard
(BSC) 1a mot cong cu quan tri hién dai
bo1 su ng dung da dang cia no trong cac
khia canh khéac nhau cua qua trinh quan tri
doanh nghiép, mdt trong nhitng rng dung
do 1a viéc danh gid su hoan thanh trong
qua trinh hoat dong ctia mot phong ban
chiic ning hoic tong thé cia mot doanh
nghiép. Can ctr vao két qua do ludng su
thuc hién va két hop voi mbi quan h¢ nhan
qua gitta cac KPI, cac giai phap cai thién
tuong g cho nhitng KPI c6 murc d§ hoan
thanh kém s& dugc dé nghi.

Cac két qua nghién ctru di trinh bay
bén trén cho thiy tinh hiéu qua cua ly
thuyét Balanced Scorecard trong thuc tién
quan tri, nd gitp cho t chirc hoic doanh
nghi€p hi¢u chinh hoac cai thi¢n nhiing
nguy co dan dén yéu kém ngay lap tirc ma
khong phai chd dén hét mot thoi doan nao
do6 trong qua trinh hoat dong ctia minh
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