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Quan tri chién lugc la mot trong nhitng nhiém vu hang dau ciia cdc
ngan hang thieong mai. Trong khi ¢é nhiéu nghién ciru tdp trung vao
cac giai doan xdy dung va thwe thi chién luoc, cdc phwong phap
danh gia diéu chinh chién lupc chiea dwoc dé cdp nhiéu. Bai bdo
trinh bay phwong phdp DEMATEL sir dung dé danh gid va phan tich
méi quan hé giita cdc chi s6 danh gid hiéu qua cong viéc (KPI) trong
qud trinh quan tri chién lwoc theo phwong phdp thé diém cdan bang
(BSC). Dwa trén phirong phdp nay, hé thong théng tin quan tri chién
lwoc (SMIS) sé thiét lap va thé hién ban do chién luoc mét cach true
quan, la co s¢ dé cdac lanh dao ngdn hang danh gid va diéu chinh
chién luoc.

Tir khéa: Thé diém can bang BSC; chi sé ddnh gid hiéu qua cong viéc
KPI; phwong phap DEMATEL; ban do quadn tri chién luoc.

1. Pat van dé Performance Indicator- KP1) trong viéc xay

dung va quan tri chién lugc khong con 1a noi

ubn ton tai va phat trién, mdi

t6 chirc déu phai xay dung

muc tiéu cling nhu cach thtrc

dé di dén muc tiéu do, va

ay chinh 1a h¢ thong chién

lugc cua to chire. Chién luoc doéng vai tro vo
cung quan trong va dugc coi la kim chi nam
trong hoat dong ctia mdi to chirc. Viée ap dung
Thé diém can bang (Balance Scorecard- BSC)
va Chi s6 danh gia hiéu qua cong viéc (Key
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dung mé&i mé ddi voi cac ngan hang trong nudc.
Pai da s6 cac ngén hang di st dung BSC va
KPI dé xay dung chién lugc, do luong va danh
gia hiéu qua hoat dong cta nhan vién. Tuy
nhién, thuc té tai mot s6 ngan hang cho théy,
BSC va KPI chua thé hién diy du vai tro va y
nghia trong viéc cai thi€n hi€u qua hoat dong.
Viéc trién khai va ap dung BSC va KPI phan
16n méi dung lai & mtc quyét tdm trién khai
chir chua mang lai hi€u qua ky vong.
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Trinh tu tién hanh hoat dong quan tri chién
lugc dugec mo ta thanh ba giai doan: (1) Hinh
thanh; (2) thuc thi; va (3) danh gia diéu chinh
chién luoc. O Giai doan 1- Hinh thanh chién
luge, cac nha quan tri st dung cac phuong
phap, cong cu, phuong tién thich hop dé nghién
clru cac nhan t6 bén ngoai, bén trong doanh
nghiép nhim xéac dinh mat yéu, mat manh, thoi
co cling nhu thach thic; xac dinh muc tiéu, lya
chon va quyét dinh chién luoc. Giai doan 2-
Thue thi chién lwge bao gdm céc nodi dung chu
yéu la dé xuét cac chinh sach cho qua trinh thyc
hién chién luoc; thiét lap muc tiéu va giai phap
trung han, hang nam va cac ké hoach ngén han
hon; phan phbi cac ngudn luc tai nguyén theo
céc ké hoach da xay dyung. Giai doan 3- Panh
gia, diéu chinh chién hrgc tap trung do luong,
danh gia két qua, so sanh ching véi cac “dinh
mtc” va thue hién diéu chinh muc tiéu, chinh
sach va/hodc giai phap cho phu hgp véi nhiing
van dé moi ctia moi truong kinh doanh.

Trong khi c6 nhiéu nghién ctru vé hai giai

doan dau cta qua trinh quan tri chién luge, cac
phuong phéap va cong cu cho giai doan ba- danh
gia didu chinh chién luoc con nhiéu vin dé cin
phai xem xét. Nhiéu ngan hang con lung ting
khi trién khai cac hoat dong xem xét, danh gia
va diéu chinh hé théng KPI va trong sé cho mdi
KPI- tham chi kho tim dugc cac hudng dan cu
thé vé hoat dong nay trong hé thdng quy trinh
trién khai chién lugc. Thuc té trién khai cho
thay diéu nay tao ra van d& mot chiéu va mau
thuan trong qua trinh quan tri chién luoc: Bo
phan thiét 1ap chién luoc tap trung vao viéc xay
dyng hé thong chi tiéu thé hién nhing ky vong
ctia lanh dao ngan hang, phan b chi tiéu, trong
khi nhén vién- nhitng nguoi truc tiép thuc hién
cac chi tiéu nay thuong khong quan tim dén
nhu:ng gi dugc ky vong ma chi chu trong lam
t6t nhitng gi dugc kiém tra. Viéc giao qua nhiéu
chi ti€u vura dinh lugng vira dinh tinh cung luc
khién cac ké hoach trién khai thiéu trong tdm va
rat kho dé nhan vién tap trung thuc hién. Mot
sb chi tiéu ciing kho dinh lugng cu thé nhu mire
dé hai long cia khach hang, danh gid cia dong
nghiép hay y thirc chdp hanh ky ludt... va thém
nira, lai dugc danh gia boi nhiéu cép (vira &

chi nhanh, vira trén hdi s&, bai nhiéu phong/
ban khac nhau) khién cho két qua khong duoc
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khach quan, thiéu chinh xac va dan dén khong
phéan anh dung nang luc cua nhan vién.

Moéi quan hé Nhdn- Qua giita BSC va KPI can
duoc do luong danh gia va phan tlch Tuy
nhién, moi quan hé glua céc chi so cling rat
phtrc tap va rat khé biéu dién theo cic cach
thie truyén thong. Giira cac KPI danh gia ludn
ton tai moi quan hé Nhan- Qua (Cause- Effect),
tac dong qua lai 1an nhau, nhung muc do anh
huong giita ching thuong rat kho dé co thé
danh gia, dinh lugng. C6 2 nhém KPI quan
trong vé két qua (Lagging Indictors) va hoat
dong (Leading Indicators). Lagging Indictors
bao gdm nhitng KPIs vé két qua nhu du no/
huy dong/sé thé mé méi... phan anh két qua va
hiéu qua kinh doanh. Con Leading Indicators
bao gom cac KPI phan anh vé hoat dong nhur
s0 lwong cuoc goi/so”' lwong cudc gép/s5 giao
dich thanh céng... thuong thé hién nd luc va
qua trinh kinh doanh. Leading Indicator dugc
quan tdm nhiéu hon vi n6 chi ra cac co hoi dé
cai thién va thong thuong khi tap trung lam

tdt cac chi sd nay s& duong nhién mang lai két
qua Lagging Indicator t6t hon. Mbi quan hé
Nhan- Qué néu c6 thé biéu dién dudi dang Ban
dd chién luoc (Strategy Maps) s& rat thuén tién
cho nhirng nha lanh dao cac ngan hang 1ap va

Hinh 1. M hinh phan tich nhéan t6 don gian
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diéu chinh chién lugc. Tuy nhién, dé co6 thé xay
dung mot chién lugce “can bi'lng— balanced” dam
béo gitra phat trién dai han va ngan han, rd rang
cac chi tiéu, trong sb gitta cac KPI can phai
duogc danh gia va phan tich mét cach c6 co so
va can cu dinh lugng.

Bai bao tép trung vao vi¢c trinh bay phuong
phap DEMATEL- mot phuong phap ra quyét
dinh dya trén thuc nghi¢ém va danh gia, so sanh
1am ndi bat wu diém ctia phuwong phap nay so
voi phuong phap SEM thuong dung. Duya trén
cac két qua khao sat chuyén gia tai mot s6
ngan hang thuong mai trén dia ban Ha Noi,
nhom nghién ctru da ap dung cac budc trong
DEMATEL nhiam xiy dung va biéu dién Ban
dd chién lugc trong qua trinh quén tri chién
lugc tai ngan hang.

2. Co sé Iy thuyét

2.1. So sanh phwong phap SEM va DEMATEL
trong ddnh gid va phén tich méi quan hé giira
cdc nhdn to

Nhu d3 trinh bay, méi quan hé Nhan- Qua giira
BSC va KPI can dugc do luong, danh gia va
phan tich. Ngoai ra trong mdi BSC can xac dinh
ra nhitng KPI chinh c6 vai trd quan trong trong
viéc thuc hién cac chién lugc cua ngan hang.
Két qua danh gia nay s& dugc thé hién dudi
dang mgt mo hinh phan tich céu tric cac nhan
td. Hinh 1 12 mét vi du don gian cho mo hinh
thé hién mdi quan hé gitta hai nhan t6 F1 va F2,
trong do, F1 duoc xac dinh thong qua ba nhan
td con F11, F12 va F13; F2 duoc x4c dinh qua
hai nhan t6 con F21 va F22.

Mo hinh phéan tich dnh huong gitra céc nhén t6
thuong duoc xay dung bang phuong phap mé
hinh cau tric tuyén tinh (Structura Equatzon
Modeling- SEM), phuong phap ra quyét dinh
thir nghiém va danh gia (Decision Making Trial
and Evaluation Laboratory- DEMATEL). Hai
phu'ong phéap nay déu 1a nhitng phuong phap
dung dé nghién cuu cac bai toan lién quan toi
cdu trac cac nhan to.

SEM la mot phuong phép phan tich da bién
dua trén ky thuat hoi quy két hop v6i phén tich
PATH. Uu diém cua SEM la xur Iy duoc mdi
quan hé gitta nhiéu bién nghién ciru tai cling
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mot thoi diém. SEM c6 thé kham pha méi quan
hé nhan qua gifta cic bién dé chirng minh cho
gia thuyét dugc dua ra. Do d6, khi tién hanh
nghién ctru voi SEM, cac nha nghién ciru can
mot co s& 1y luan chic chan dé dé xuit mot mod
hinh c4u trac thé hién mbi quan hé gitta cac
nhén t6 trudc khi tién hanh thu thap s6 lidu va
phén tich. Pay ciing chinh 1a han ché dang ké
nhét cia SEM. Khac v6i SEM, DEMATEL sir
dung kién thirc cta cac chuyén gia dé dua ra
mot mo6 hinh cAu truc cac nhan t6. DEMATEL
khong nhitng chi gitip mé hinh hoa mdi quan
hé nhan qua gitra cac hé thong con théng qua
mdt ban d6 mdi quan hé tac dong, ma con cho
biét mtrc do tac dong giita cac nhén t6. Tir Iy do
nay, nhom nghién ciru lva chon DEMATEL dé
tién hanh phén tich mdi quan hé tac dong giira
cac chi tiéu danh gia hiéu qua hoat dong cua
cac ngan hang dua trén bon thé diém can bang
BSC (Wei Meng, 2014). Tuy nhién trudc khi di
vao trinh bay chi tiét vé DEMATEL, phan tiép
theo s& phan tich k§ hon cac uu nhuoc diém cua
trng phuong phap.

Mo hinh dugc x4y dung bang phuong phap
SEM la sy mo rong cia mo hinh tuyén tinh
tong quat, cho phép nha nghién ctru kiém dinh
mot tap hop phuong trinh hdi quy ciing mot luc.
Theo cac m6 hinh thanh phan, SEM c6 thé chia
thanh 2 phan. Thir nhat, SEM chtra mé hinh do
ludng, dugc goi 1a phan tich nhan té khing dinh
(Confirmatory Factor Analysis- CFA). Trong
phén tich nhan t6 khang dinh, SEM chi don
gian quan tam t6i liéu c6 ton tai twong quan
gitta cac nhén td, chit khong chi rd mdi quan hé
nhan qua giita cac nhan t6. Thir hai, SEM chura
mo hinh cau triic dé chi ra mdi quan hé nhan
qua giita cac nhan t6, dugc goi 1a phan tich
duong dan (Path Anlysis- PA).

Pé xdy dyng m6 hinh CFA hay mé hinh PA,
ngudi danh gia cAn mot hodc mot sé mé hinh
xac dinh trudc cling nhu can thu thap mot sb
luong mau 16n dé kiém dinh mo hinh. SEM c6
thé phén tich thanh nim budc: (1) Chi dinh mé
hinh (Model Specification), (2) Nhan dang mo
hinh (Model Identification), (3) Udc lugng mo
hinh (Model Estimation), (4) Panh gia do thich
hop cua md hinh (4ssesing Fit of the Model),
(5) Hiéu chinh mé hinh (Model Modification).
Pé tién hanh nghién ctru mdi quan hé giira cc
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nhan t6 bang phuong phap SEM, ngudi danh
gia can phai nghién ctru rat k¥ cac khai niém
lién quan t6i van dé duge nghién ciru. Tir d6
dua ra mot mo hinh gia thuyét bao gébm thanh
phan cua cac nhan t6, mdi quan hé tuong tac
gilra cac nhan td. Tiép theo, dit liéu mau duoc
thu thap, thong qua phuong phap SEM dé uéc
luong céc trong $& ctia mé hinh chi dinh ban
dau. Thong qua qué trinh wéc luong, mé hinh
cting dugc danh gia do¢ thich hop thong qua

céc phép kiém dinh dugc cung cép trong 1y
thuyét thong ké va dir liéu mau. Tir d6 cac nha
nghién ctru phan tich mtc d§ phu hop va hi¢u
chinh m6 hinh cho phu hop. Trong phuong
phap SEM, mé hinh gia thuyét ban dau va s
liéu 1a rat quan trong. Mo hinh ban dau phu
thudc rat nhiéu vao kién thirc tong hop ctia nha
nghién ctru. Con néu sb luong dir liéu khong du
ciing khién mé hinh duoc uéc luong thong qua
phuong phap SEM khéong chuén xac do khong
phat hién va cai thién duoc cac 16i trong mo
hinh chi dinh; mé hinh u6c lugng c6 thé qua
phu hop (over f tting) VO’l gia thuyét dua ra khi
kiém tra trén s liéu mau nhung lai khong phu
hop véi dir liéu thuc té.

Phuong phap DEMATEL ciing 1a m¢t phuong
phép hiéu qua dé xac dinh va phan tich nhan
t6. M6 hinh nay dua trén 1y thuyét hé thong, sir
dung t6i da kién thirc cuia cac chuyén gia voi
cc van dé phtic tap, dac biét hon véi nhirng hé
théng ma mdi quan hé giita cac nhan t6 chua
xac dinh. DEMATEL sir dung 1y thuyét dd thi
va tap trung vao vi¢c tinh toan ma tran cua

dd thi. Bé ap dung trén thyuc té, DEMATEL
dua trén ¥ kién cua cac chuyén gia dé thu thap
thong tin: Liéu c6 mdi quan hé tryc tiép giira
hai nhan t6 trong hé thong hay khong? Va néu
c6 thi s& str dung d6 thi dé thé hién mdi quan hé
truc tiép cua cac nhan t6. Gia sir rang c6 mot hé
théng S = (A, B, C, D, E), va mbi quan hé giira
nam nhéan td A, B, C, D, E duoc thu thap. Néu
nhan td A anh huéng truc tiép téi nhan té B thi
trong dd thi s& thé hién mot cung di truc tiép tir
A 101 B, trong truong hO’p nguoc 1a1 s€ khong
c6 duong thang nao ndi hai nhan t6 nay. Nhung
con sb ghi trén cac cung trong Hinh 2 thé hién
muc d¢ anh hudng cua cac nhan td v&i nhau,
muc do tur 1 toi 4 theo thu tu: it &nh huong,
anh hudng trung binh, anh huéng manh va anh
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Hinh 2. P6 thi dnh hwéng truc tiép giira nim
nhan to

huéng rat manh.

Biang cac phép bién doi va tinh toan ma tran
truc tiép dua trén DEMATEL, nguoi danh gia
s€ tinh dugc mirc do anh huong tryc tiép va
gian tiép g1u?a céc nhan t6, tir 6 xac dinh dugc
cac nhan t6 c6 muc anh hudng nhiéu nhét trong
hé thdng. Ngoai ra DEMATEL ciing gitip x4c
dinh dugc mdi quan hé giita cac KPI bén trong
mdi BSC, diéu ma SEM khong thé hd trg duoc.
Noi dung chi tiét cua phuorng phap DEMATEL
s& duoc trinh bay trong phan tiép theo.

2.2. Cac buwdc ap dung phwong phdp
DEMATEL

Phuong phap DEMATEL duoc sir dung dé mo
hinh hoa nhirng méi quan hé nhan qua phirc

tap gifta cdc thanh phan cia mot hé thong. Két
qua dau ra ctiia phuong phap nay 1a mot ban do
minh hoa chiéu va cuong do mdi lién hé gitra
cac thanh phan cta hé thong gidong nhu Hinh

2. DEMATEL da dugc ap dung thanh cong &
nhiéu linh vuc, dic biét trong linh vyc quan ly
doanh nghiép (Ho, W.R.J., Tsai, C.L., Tzeng,
G.H., Fang, S.K., 2011) hodc lya chon danh
muc dau tu (Hu, H.Y., Chiu, S.I., Cheng, C.C.,
Yen, T.M., 2011). Nam 2012, DEMATEL ciing
da duogc lwa chon dé x4ay dung mot ban dd chién
lugc trong linh vuc ngan hang tai Pai Loan va
CHLB Nga dya trén BSC va KPI (Wu H.Y.,
2012)(Daria Balkovskaya., 2016). Tuy nhién,
nhom nghién ciru chua thdy mot cong bd nao vé
viéc st dung phuong phap DEMATEL tai Viét
Nam.

Phuong phap DEMATEL gdm nidm buéc chinh:
(D) M01 chuyén gia x4c dinh ma tran anh huong
tryc tiép gitra cac thanh phan (2) tinh toan

ma tran trung binh; (3) chuan hoa ma tran anh
hudng truc tiép; (4) tinh toan ma tran quan hé
tong thé; (5) xac dinh gia tri ngudng va xay
dung ban @6 chién lugc.
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Budge 1: Moi cac chuyén gia xac dinh ma tran
anh huong truc t1ep Muyc dich cua bugc nay
nhiam xac dinh mdi lién hé giita cac yéu té vai
nhau. Cac chuyén gia dugc moi tham du nhiing
budi thao luan véi té chic can xay dung ban do
chién luge. Cac td chire s& gioi thi€u muyc tiéu
ctia ho va cac nhan t6 c6 lién quan, va phuong
phép xac dinh mirc d6 anh hudng tryc tiép giira
hai nhén t4 trén cac ban thuyét trinh hodc bang
cach nao d6. Cac chuyén gia s& duoc yéu cau
danh gia mic d6 anh hudng cua timg nhan to
t6i cac nhan té con lai. Gia st rang c6 H chuyén
gia s€ tham gia danh gia mtc do anh hudéng

1an nhau cuan nhén t6. Mtrc do anh hudng cua
nhan té i t6i nhan t6 j duorc ky hiéu bai X va
duoc cho diém bang cac sb nguyén duong co
gia tri tir 0 dén 4, v&i y nghia nhu sau: 4 = Anh
huong rat manh; 3 = Anh hudéng manh; 2 =
Anh huong vira phai; 1 = Anh hudng nhe; 0 =
Khoéng anh hudng.

Danh gia ctia chuyén gia nim duéi dang ma
tran nxn duoc biéu dién boéi phuong trinh (Wu
H.Y., 2012):

0 xky o x,

k=% - k =1.2,..,H
x5y xrjfﬂ 0

(1)

Trong d6 X* 1a ma tran dugc xac dinh boi
chuyén gia thu k.

Bwée 2: Tinh toan ma tran trung binh. Ma tran
trung binh cling dugc goi la ma tran quan hé
tryc tiép ban dau duoc tinh bang cong thic sau:

1 H 1 H 7
0 E ZIJJ(E E Z"JJ(H
k=1 k=1

|

A [“ﬁ]ﬁ wn =1 k=1

%Zﬂfﬂ 0

()

Trong d6 A 1a ma tran trung binh.

Buwée 3: Chuin héa ma tran quan h¢ truc ban
dau. Khi d6 ta thu dugc ma tran quan hé truc
tiép ban dau chuan hoa D dugc tinh bang cong
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thire (3) va (4).

n (3)
SF=Emax| max E iy, Max E djy
l=i=n l=j=n

D= [drl-"]nx n = ‘% (4)
Trong d6 D la ma tran ban dau chuén hoa, s 1a
gia tri 16n nhét cua tong cac hang va cac cot
trong A.
Téng mdi dong j cua ma tran D the hién anh
hudng ctia nhan t6 j toi cac nhan tb khac va
max, _._ 2 -1y the hién nhén t6 c6 st
anh huéng manh nhat tOl cac nhan t6 khéc.
Tuorng ty tong mdi cot i thé hién anh huong
truc tiép cua cac nhéan td khac 1én nhan td i, va
max, _, = 1)Apid, thé hién nhén té bi anh
huong nhiéu nhat b&i cac nhan t khéc.
Buéc 4: Tinh toan ma tran anh huong tong
quat (ca tryc tiép va gian tiép). Tong cac liy
thira lim,__(D* + D* + ... + D¥) cia ma trdn D
biéu dlen ma trdn anh huong gian tiép gitra cac
nhan td, vi0<d,<1nénlim_, _D¥=0. Do do,
ma tran anh hu:omg tong quat T duorc tinh nhu
sau:
T = limy_ (D + D? + --- + D¥ (5)
=limg~o DU +D + D%+ .-+ DF 1)
I — D¥
(=)

=Dl —-D)?

Trong d6 T biéu dién ma tran anh hudng tong
quat va I 12 ma tran don vi. Tong anh hudng
bao gdm anh hué’ng truc tiép va gian tiép duoc
gdy ra boi nhan té thir i, duge ky hiéu bang r,
dugc tinh toan bang cong thirc sau:

n (6)
= ; Lij

Tong anh huéng, bao gdm ca tryc tiép va gian
tiép 1én nhan t6 thi j tir cac nhan té khac dugc
ki hi¢u boi C ¢6 thé duoc tinh toan bang cong
thirc sau:

i (7)
Do d6, khi i = j, tong cla (r, + c) biéu dién
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Hinh 3. Cac bwoc thwe hién cia phwong phap DEMATEL

Buwic 1:
M céc chuyén
gia xdc dinh ma
tran anh hydmg

truc tiép

B 3:

Bure 2: Tich
todn ma trin dph Chuin héa ma Tinh todn ma Xic dinh gié tr
h““g;ﬂ“;;uuf? trén anh hurémg tran inh hdmg ngwimg, va xiy

trire tiép ban dau

Buwrdre 4: Buwire 5:

d:mﬂ hin da”
chitn hroc

tong quit

tong anh hudng sinh ra va tiép nhan bai nhan to
thir 1. Noi mot cac khach (r, + c) la mét do do
murc d6 quan trong ctia nhan té thi i trong hé
théng. Hiéu cua (r, - ¢,) dugc goi la “quan h¢”
(relation) thé hién anh huong rong (net effect)
duoc dong g6p boi nhén td thir i vao trong

hé thong Khi (r, - ¢) >0, tong anh huong do
nhan to i gdy ra 1on hon téng anh huong tur cac
nhén t5 con lai t6i i nén nhén t6 i 1a mot nhan
td nguyén nhan, nhan t6 i ndm trong “nhoém
nguyén nhan” , twong ty khi (r, - ¢) > 0, nhan tb
i 1a mot nhan t6 két qua, n6 thuoc “nhom hiéu
ung”.

Buwée 5: Xac dinh gia tri ngudng va xay dung
ban db chién luoc. Sau khi tinh toan gié tri cac
cdp (r,tc,r,-¢)cua tat ca cac nhan td, chung
ta co thé va mot biéu db thé hién mdi quan h¢
nhan qua. Trudc khi vé biéu d6 thé hién mdi
quan hé nhan qua ndy, gia tri ngudng can dugc
xac dinh nham loai bo nhfrng mbi quan hé
khong can thiét. Néu tong cua (r; +¢,) cua nhan
tb tha i rat nho, diéu do c6 nghia la nhan to i
kha doc 1ap, va do d6 sb luong cac nhan td anh
huong toi nhan t6 i sé& it di. Nguoc lai néu gia
tri cua (r, + c) rat 1on thi c6 nghla day la nhan
t6 chinh, can du:oc glal quyét. Tuy nhién day
khong phai la ngudn gdc cia van dé. Néu nhan
t6 i 1a nhan t6 nguyén nhan va gia tr1 cua (r, +
c) twong d6i nho, didu d6 co nghla rang nhan
to nay chi tac dong 1én vai nhan t6 khac, nguoc
lai, n€u gia tri (r, + ¢,) rat 16n, c6 nghla day la
nguyen nhan ch1nh mang tinh chat dinh huéng,
can phai giai quyét dé anh hudng t6i toan bo hé
théng (Wu H.Y., 2012).

3. Phwong phap nghién ctru
Nhu da trinh bay, nhém nghién ctru van dung
5 budc trong phuong phap DEMATEL dé

thuc hién danh gia moi quan h¢ gitta cac nhan
to BSC va KPI. B§ dir liéu so cap dugc thu

Tap chi Khoa hoc & Dao tao Ngan hang

thap dua trén 9 cudc phong van sau dbi véi 12
chuyén gia ngan hang ¢ 3 cap d6 Ban Giam
dbc, Truong phong- ban va nhan vién tac
nghiép tai mot sé ngan hang thuong mai trén
dia ban Ha Nogi. Céc cudc phong van déu duoc
ghi am, cit bang va xu 1y theo phuong phap
phén tich dinh tinh. Tuy nhién, do yéu ciu bao
mat thong tin, tén clia cac ngan hang thuong
mai khong dugc cong bd o day.

4. Két qua nghién ctru
N6i dung dudi day trinh bay két qua ap dung

phuong phap DEMATEL trong danh gia mbi
quan h¢ gitia cadc nhan to6 BSC va KPI, qua do

Hinh 4. Cac buéc xay dung ban d6 chién lwoc
cho hé thong SMIS

Luta chon cdc chi s6 ddnh
gid hiéu qua hoat déng KPI
cho 4 thé diém cén bang

DEMATEL

meeesssssssslescnnscnnaa=s

Phan tich méi quan hé
nhén qua gitta cdc chi
sd KPI

Xay dung bin db chién
hroe cho bon thé diém
cén bang BSC

v

Phan tich chién hrgc

o - - E

Nguon: Wu H.Y,, 2012
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Bang 1. M6 ta chi tiét cac chi s6 KPI dwoc nghién ctru

Thé diém Chi sé KPI Mo ta
(F1) Loi nhuan trén tai san (ROA) Loi nhuan sau thué chia cho tong sb tai sén binh quan
(F2) Loi nhuan trén vén chiisd  Loi nhuan sau thué chia cho téng vén chi s& hivu
hiru (ROE) trung binh
F: Tai chinh  (F3) ROI Loi nhuan sau thué chia cho téng chi phi
(Finance) (F4) Ty suét loi nhuan Loi nhuan sau thué chia cho tdng doanh thu hoat déng
(F5) Hé s don bay Téng no phai tré chia cho téng tai san
(F6) Ty lé loi tirc/tai sén Thu nhap hoat déng chia cho téng tai san
ﬁgl)gl'ql nhugn trén moi khach Loi nhuan sau thué chia cho téng sb khach hang
(C2) Loi nhuan trén méi khach Loi nhuan sau thué chia cho téng sb khach hang truc
hang tryc tuyén tuyéen
Khéi lwong ban cac san pham va dich ngan hang trong
C: Khach (C3) Chia sé thj trwong tqén gigi doan chia cho tdng nhu ciu thj trudng trong
hang cung ky ) )
(Customer) (C4) Ty 1& duy tri khach hang Sotlqug khach hang quay lai giao dich trén tong so
khach hang
& phat trién khach han 6 lwong khach hang méi trén téng s khach han
(C5) Ty |é phat trien khach hang SO | g khach hang trén tong s6 khach hang
(C6) Sé lwgng cla hoat dong 2 L . .
san pham/dich vu trén mét khéch SO ILfo’ng xt_rung’ blnh‘cua cac hoat ddong san pham/dich
hang vu trén moéi khach hang
ﬁ]f;i) S0 lugng san pham/dich vu Téng sb san pham/dich vu méi trong toan giai doan
% . Thoi gian s& dung trung binh dé gidi quyét mot van dé
([P2) 00 GIUE) gl elfe phat sinh trong cac giao dich
P:A .Quny trinh (P3) Khiéu nai khach hang S? y klgn phe binh tir khach hang khéng hai 16ng vé&i
nodi bd san pham/dich vu
(Internal L. . Sé lwong cac cong viéc dwoc thwe hién tw dong thong
process)  ("4) Hoplyhoa quy trinh qua hé théng thong tin (CRM, ERP)
(P5) Thoi gian xay dwng va trién  Tdng thdi gian yéu cau trung binh dé xay dung va trién
khai mot san phdm/dich vu méi  khai mét s&n pham/dich vu mai
(P6) Phat trién kénh ban hang Ttu ph?n cla céac giao dich dwoc thye hién qua cac
kénh tir xa
(L1) Bao tao chuyén mén S6 lwong cac khda dao tao trén méi nhan vién
(L2) Chi phi dao tao Chi phi dao tao trén méi nhan vién
L: Hoc hdi s .. Sé nhan vién nghi viéc va bi sa thai chia cho tong s6
va phat trign (L3) TV 1& sa thai nhan vién
(Learning S0 lwgng cac chuong trinh khuyén khich (tién thuéng,
and grow)  (L4) Béng lwc giai thwéng, phan thuwdng cho nhirng nhan vién tt

(L5) Cha dong

nhét) trén méi nhan vién
S6 lwong sang kién trén mdi nhan vién

c6 co so dé xdy dung ban dd chién lugc quan tri bang BSC
ngan hang Viét Nam.

4.1. Xdc dinh cdc chi s6 KPI cho thé diém céin
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Sau khi tién hanh phong van chuyén gia va dua
trén cac nghién cuu lién quan (Wu H.Y., 2012),
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Bang 2. Ma tran anh hwong true tiép khéi tao giira bon thé diém can bang (BSC)

Thé diém Finance (F)

Finance (F) 0.000 2.727
Customer (C) 3.742 0.000
Internal Process (P) 3.235 3.441
Learning and growth (L) 2.426 3.234

(Wei Meng, 2014) nhom nghién ctru dua ra 04
thé diém can bang va 23 chi s KPI trong mdi
thé diém nhu trong Bang 1. Céc chi sé dugc lya
chon sau khi tham khao y kién céc chuyén gia
duya trén cac dé xudt tir cac nghién ctru trude
day (Wu H.Y., 2012)(Daria Balkovskaya.,
2016).

4.2. Phén tich méi quan hé nhén qua gilta cdc
chi sé6 KPI

Do hién tai hoat dong cuia cac ngan hang dang
duoc quan 1y trong cac hé thong thong tin theo
hudng quy trinh, nén cac KPI ndm trong céac thé
diém tai chinh, khach hang va quy trinh ndi bo
c6 thé 14y duge mot cach ty dong thong qua hé
thong thong tin. Dé phan tich duoc mdi quan hé
nhan qua gitra cac KPI dya trén phuong phap
DEMATEL, ma trn anh hudng truc tiép giita
cac chi sé duoc xéc dinh dé 1am dit liéu dau vao

Customer (C) Internal Process (P)

Learning and growth (L)

3.036 2.726
2.830 2.830
0.000 2.529
2.933 0.000

cho qua trinh phan tich dugc xay dung qua hai
giai doan nhd:

- Giai doan 1.1: Tinh toan mtrc d§ twong quan
gitra cac chi s& KPI dé xac dinh murc do lién
quan gitra hai chi s6. Mrc d6 lién quan gitra hai
chi sb s& dugc danh gia tur 0-4 theo do manh co
hé sé twong quan r; gilra chi s6 1 va va chi s j
(i #]).

© Néu0<r,<0.1 gitra i va j co mirc do lién
quanla 0

o Néu 0.1 < r;<0.3 gitraivaj c6 mirc do lién
quan nhe: 1

o Néu 0.3 < r;<0.5 gitra i va j co muc d6 lién
quan vua phai: 2

o Néu 0.5 <r, <0.7 gifra i va j ¢6 muc do lién
quan manh: 3

o Neu07<r <1 gita i vaj co muc d¢ lién
quan rat manh 4

Tuy nhién két qua cua giai doan 1.1 méi xac
dinh dugc mirc d6 lién quan gitra hai chi sb i va

Bang 3. Ma tran anh hwong trwe tiép chuin héa giira bon thé diém can bing

Thé diém Finance (F)

Finance (F) 0.000 0.293
Customer (C) 0.402 0.000
Internal Process (P) 0.347 0.370
Learning and growth (L) 0.261 0.347

Customer (C) Internal Process (P)

Learning and growth (L)

0.327 0.293
0.304 0.304
0.000 0.271
0.315 0.000

Bing 4. Ma tran dnh hwéng tong quat giira bon thé diém cin bing

(a ki hiéu nhitng gia tri nam trong khodng tir 5.9556 dén 6.2077;
b ki hiéu cho nhitng gid tri nam trong khodng tir 6.2077 dén 6.5894 )

Thé diém Finance (F)

Finance (F) 5.8437 6.0249a
Customer (C) 6.5894b 6.2487b
Internal Process (P) 6.4831b 6.4431b
Learning and growth (L) 6.1217a 5.8326a

Tap chi Khoa hoc & Dao tao Ngan hang

Customer (C) Internal Process (P)

Learning and growth (L)

5.7747 5.4103
6.1940a 5.9001a
5.8864 5.7342
5.8325 5.2447
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Bang 5. Két qua tinh toan dnh hwéng tong thé giira cac BSC
(a ki hiéu cho nhitng KPI anh huong t6i nhiéu hon 11 chi sé khac; b ki hiéu cho nhitng KPI nhén dwoc anh hiong
tir nhiéu hon 11 chi s6 khdc; ¢ ki hiéu mirc do danh hwong trung binh c6 gia tri anh huong tong quat tir 0.3091 va
0.3300; d ki hiéu murc do anh hwong manh co gia tri anh huwong tong quat tir 0.3400 va 0.3550; e ki hiéu mirc do anh
huong rat manh cé gla tri anh huong tong quat trr 0.3550 toi 0. 3941)
Tong Nhan anh hwéng tir cac nhan Tong

STT KPI Cac nhan t6 chiju tac dong 5 té sé
F2°, F3¢, F49, F5¢F6°, C1¢9, F2¢, F3¢, F4°, F59, F6e, C1e,
1 (F1) (ROA)® C2°, C3°,C4¢, C5¢, C6°, 14  C2¢, C3¢,C4¢, C5¢, C6Y, P1e, 19
P14,P59, L1° P2, P4e, P5¢, P6e,L1¢, L4, L5
F1¢, F3¢, F49, F5¢, F6°, C1¢, F1e, F3¢, F4¢, F5¢F6e, C1e, C2¢,
2 (F2)(ROE) C2°, C3¢, C4¢, C5¢, CB¢, 14  C3¢,C4¢, C5¢, C6°, P1e, 19
P1¢,P5¢, L1° P2, P4e, P5e, P6e, L1°, L4¢, L5°
F1e, F2¢, F49, F5¢F6°, C1¢, F1e, F2¢, F4e, F5¢, F6e, C19, C2¢,
3 (F3)ROI® C2°, C3°,C4¢, C5¢, C6°, 16 C3°, C4¢, C5¢, C6Y, P1e, 18
P19,P4e, P5¢, L1¢, L4° P2¢, P4e, P5e, P6e, L19, L4°
(F4) Ty suét loi F1e, F2¢, F3¢, F59, F69, C1e, F1¢, F2¢, F34, F5¢, F6e, C1¢9, C2¢,
4 AN ; C2¢, C3¢,C4°, C5¢, CB®, 15 C3°, C4¢, C5¢, C6°, P1e, 18
; P1¢,P5¢, L1¢, L4° P2¢, P4¢, P5e, P6e, L1¢, L4¢
o & an vz F19 F2¢ F3c F4cF69, C1e, F1c, F2¢, F3¢, F49, F69, C1¢, C5¢,
5 (F)Hesodonbay’ o3 o cse cor, poe " p1d poe, Pac, P5e, Pee 12
(F6) 15 16 lof tc/tai F1e, F2¢, F3¢, F4¢ F5¢, C1e, F1c, F2¢, F3¢, F4¢, C1°, C4°, C5¢,
6 e C2¢, C3¢,C4°, C5¢, C6°, P1¢, 16  C6°, P1¢, P2¢, P4c, P5c, 14
P4e, P54, L19, L4° P6°, L1°
(C1) Loi nhuan trén F1e, F2°, F39, F49, F5¢, F6°, F19, F2¢, F39, F4e, F5°, F6e,
7 s khach h Ange* C3¢, C49, C59, C6°, P1¢, P5¢, 13 C2°, C3¢, C4°, C5¢, C6°, P1e, 17
L1e P2¢, P4e, P5¢, PG, L1°
(C2)lgi nhuan trén  F19, F2¢, F3¢, F4°, C1°, C3¢, F1c, F2¢, F3¢, F49, F6¢, C3°, C4°,
8  mdikhach hang truc C49, 11 C5¢, C6°, P19, P2¢, P49, P5¢, 15
tuyén® C5¢, C6°, P1¢, P5° P6°, L1°
L F1¢, F29, F3¢, F4¢, C1¢, C2¢, F1e, F2¢, F3¢, F4, F5¢, F6e, C1¢,
9 Erclgn%?'a se thi c4, 11 C29, C49, C5*, CB°, P1e, 18
C5¢, C6°, P1c, P5¢ P2¢, P4e, P5e, P6e, L19, L4°
F1¢, F2¢, F3¢, F4e,
10 (G4 Tyl duy tr F1¢, F27, F3, F4%, F6°, C1°, ., F5°, F6°, C19 C2¢, C3%, C5e, 19
khach hang=® C2°, C3¢, C5¢, C6°, P1°, P5¢ C6¢, P1e, P22, P3¢, P4, P5e,
P6e, L1¢, L4°
(C5) 18 phat trién F1e, F2¢, F3¢, F4e, F5¢, F6¢, F1¢, F2¢, F3¢, F4e, F5¢, F6e, C1¢,
M e ha nge® C1e, C24, C3¢, C4e, C6°, 17  C2°, C3¢, C4°, C6°, P1e, P2¢, 18
P1e, P4, P5e, P6°, L1°, L4° P4e, P5e, P6e, L1¢, L4°
(C6) SO lwong e Crc Cre
clia hoat déng san F14, F2¢, F39, F4°, F6°, C1°, PSR (R0 (226 (367, 170
12 2 s A 12 C1¢, C2¢, C3¢, C4°, C5¢, P1e, 17
pham/dich vu trén C2¢, C39, C44, C5¢, P1¢, P5¢
st P2¢, P44, P5¢, P6, L1°
mot khach hang?®
(P1) S6 lwong san F1e, F2°, F3¢, F4e, F5¢, F6°, F1¢, F2¢, F3¢, F49, F69, C1¢, C2°,
13 oham/dich vy maie* C1e, C24, C3¢, C4e, C5¢, 15 C3¢, C4c, C5¢, C6°, P29, 16
T C6°, P4c, P5¢, L1° P49, P5e, P6¢, L1°
(P2) Hiéu qua giao F1e, F2¢, F39, F49, F5¢, F6¢,
(C C1¢, C2¢, C3¢, C4e, C5¢, 15 0
: C6¢, P1¢, P59, L1°
15 (P3) Khiéu nai khach Cae 1 0

hang
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(P4) hop ly héa quy

16 trinh?

C69, P19, P59, L1°
(P5) Thoi gian xay
dwng va trién khai

17 et san pham/dich

C6¢, P1¢e, P4c, L1°

F1e, F2¢, F3¢, F4°, F5¢, F6°,
C1¢, C24, C3¢, C4e, C5,

F1e, F2°, F3e, F49, F5¢, F6e,
C1e, C2¢, C3¢, C4°, C5s,

15 F3¢, F6°, C5°, P1°, P5¢, P6° 6

F1¢, F29, F3¢, F4¢, F5¢, F6°,
15 C19,C2¢, C3¢, C4°, C5¢, C6°, 17
P1e, P2¢, P49, P6°, L1°

16 Cb&° 1

F1°, F2¢, F3¢, F4, F69, C1°

vu moidP
ooz . F1° F2° F3¢, F4e, F5°, F6,
1g  (POIPRALIENkenn - c1d e, car, cae, o,
g C6¢, P19, P4c, P5¢, L1
‘ . F1¢, F2¢, F39, F4¢, F6°, C1°,
19 (L1) Bao tao chuyén c2e.

gia?®

20 (L4)Dong lyc
21 (L5) Chu déng

C5¢
F1e, F2¢

], chtr chua he danh gia dugc chinh xdc glu’a hai
yeu tb nay, yeu td nao tac dong l1én yeu t6 con
lai nhiéu hon. Vi thé chang ta trai qua giai doan
1.2, dua trén y kién chuyén gia dé dua ra ma
tran anh huéng truc tiép.

- Giai doan 1.2: Trinh bay hé théng thé diém
can bang, hé thong chi sé6 KPI tuong Gng trong
trao doi voi chuyen gla Céc chuyén gia sé tién
hanh cho diém tir 0-4 vé murc d0 anh cua cac
thé diém va céac chi s6 KPI theo phuong phap
DEMATEL va két qua & giai doan 1.1 s& duoc
st dung lam tham chiéu cho danh gia cua céc

C3¢, C4¢9, C5¢, C6°, P1°, P5¢
F1°, F2¢, F3¢, F4¢, C3¢, C4°,

13 cse cer, P1e, P2 Pas, P, P 1

7 F3° F4°, F6°, C5° 4

chuyén gia trong giai doan 1.2.

Sau khi thu thap dugc y kién chuyén gia, nhém
nghién ctru xay dung dugc ma tran anh huong
tryc tiép khoi tao gitta bon thé diém can bang
BSC va ma trdn anh huéng truc tiép gitra cac
chi s6 KPI (Bang 2).

Tiép theo ma tran anh hudng truc tiép chuan
hoéa gitta BSC va KPI bang cong thuc (4), tir d6
theo cong thac (5) chung ta thu duwgc ma tran
anh huong tong thé gitta BSC va KPIL.

Do gla trir, +c thé hién mirc d6 anh hudong cua
nhén t4 i trong toan b6 hé théng, nén dua vao

Bang 6. Két qua phan tich DEMATEL phén anh xép hang vai tré trung tAm va anh huwong cia cac
chi so KPI

(a: Ki hiéu nhan té nguyén nhén chinh vi twong ieng véi gid tri (r-c) Ién nhdt; b: Ki hiéu nhan t6 két qua chinh twong

1ng Vi gid tri (r-c) nho nhat; c: Ki hiéu nhén t6 ¢6 vai tro trung tam twong ieng véi gid tri (r+c) lom nhat; d: Ki hiéu

Thé diém can bang BSC/chi s6 KPI
(F) Finance

(F1) (ROA)

(F2) (ROE)

(F3) ROI

(F4) Ty suét loi nhuan

(F5) Hé sé don bay

(F6) Ty & loi tirc/tai sén

(C) Customer

(C1) Loi nhuan trén méi khach hang

(C2) Loi nhuan trén mbi khach hang truc tuyén

Tap chi Khoa hoc & Dao tao Ngan hang

nhitng nhén t6 bi loai khéi ban do chién lioc)

rank rank

48.0915 3 -1.9843° 4

15.4591¢ 2 -0.6352 20
15.4513 3 -0.8631° 23
15.3392 5 -0.3056 16
15.4397 4 -0.0732 14
14.019 17 -0.3672 18
14.9381 9 0.4819° 5

49.4815 1 0.3829 3

14.8951 11 -0.3564 17
14.3799 13 -0.2153 15
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(C3) Chia sé thij treong
(C4) Ty |é duy tri khach hang
(C5) Ty 1& phat trién khach hang

(C6) Sé lwgng cla hoat ddng san pham/dich vu trén moét

khach hang

(P) Internal Process

(P1) S6 lwong san pham/dich vu méi
(P2) Hiéu qua giao dich

(P3) Khiéu nai khach hang

(P4) hop ly héa quy trinh

(P5) Thoi gian xay dwng va trién khai mét s&n pham/dich vu

mai

(P6) Phat trién kénh ban hang
(L) Learning and growth

(L1) Bao tao chuyén gia

(L2) Chi phi dao tao

(L3) doanh sé nhan vién

(L4) Bong lwc

(L5) Chu dong

gia tri r, + ¢, nhom nghién ctru tién hanh xép
hang (rank) vai tro trung tdm ciia cac nhan tb
theo gi4 tri giam dan cua r,+c.

Tuwong tu gia tri cua r-c thé hién muc dQ anh
hudng ctia cac nhan to theo thir ty giam dan
cua gia tri tuyét déi cua r-c.Luuy rang nhu
da phan tich trong Muc 3, néu r.-c,>0thiila
nhén t6 nguyén nhan. Con khi r.-c,<0thiila
nhén t6 két qua.

Bang 6 thé hién két qua cua phan tich
DEMATEL, bao gém xép hang cua vai tro
trung tAm va muc d§ anh huéng ctia mdi nhan
td ciing nhu xép hang cua chung trong bé chi
s6. Mot diéu can dugc luu y 1a nhitng nhan

t6 co6 anh huong khong dang ké toi nhirng chi
sb khac can duge bo qua dé viéc phan tich trd
nén rd rang. Cac gia tri ngudng can dugc thiét
1ap cho (r+c), (r-c) va tong anh hudng gitra hai
nhén t5. Nghién ctru nay sir dung diém t phan
vi thir nhat lam gi tri ngudng cho céac gia tri
néu trén. Tir d6, cac chi s voi gia tri nam dudi
ngudng bi loai bo trong nhirng phan tich tiép
theo va khong duoc xem xét trong ban dd chién
lugc. Do d6 gia tri cia mot vai nhan td gﬁn voi
gia tri ngudng, trong truong hop nay qua trinh
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14.9348 10 -0.8066° 22
14.9618 8 -0.7301 21
15.56315¢ 0.07532 10
14.6335 12 -0.5266 19
48.2344 2 0.85922 2
15.2597° 6 0.1374 8
13.7877 18 1.02172 1
12.4089 20 0.3998 7
14.3747 14 0.7414 3
15.1958 7 -0.001b 12
14.1465 16 0.9045 22
45.3208 4 0.7422 1
14.3129¢ 15 0.132 9
11.9874 22 0.4129 6
11.2035 23 -0.0122° 13
13.5525 19 0.0033 11
12.3144 21 0.58232 4

lira chon phu thudc vao y kién chuyén gia. Két
qua la, hai KPI, 1a chi phi dao tao (L2) va gia
tang nhan vién (L3), dugc loai bo khoi cac phan
tich sau nay, nhu vay sé chi con 21 KPI dugc
dwua vao ban do chién lugc.

R rang tir Bang 5, bon thé diém BSC dugc xép
hang theo (c+r) theo tht tu: C: khdch hang, P:
quy trinh ngi bo, F: tai chinh, L: hoc tdp va
tang trucng. Nam chi sé KPI ¢6 gia tri (c+r)
cao nhat 1a: C5: téc do tang trucng khach hang,
F1: ROA, F2: ROE, F4: ty sudt lgi nhudn, F3:
ROLI.

Theo nhu mirc 6 anh hudng (r-c), bon thé
diém duoc xép hang theo thtr ty nhu sau: P:

quy trinh ngi bg, L: Hoc hoi va tang truong, C:
khéch hang, F: tai chinh. Top ba KPI c6 gi tri
(r-c) cao nhét 1a P2: hiéu quda giao dich, P6:
phat trién kénh ban hang, P4: hop Iy héa quy
trinh. Top 3 chi s6 KPI ¢6 gia tri (r-¢) thip nhat
theo thir ty F2: ROE, C3: thi phan, C4: ty I¢
duy tri khach hang.

Dua vao Bang 6, Hinh 5 minh hoa vai tro trung
tam va mic d6 anh hudng cua bon theé diém
BSC. Nhirng nhan t6 ndm bén trén truc hoanh
thudc nhom nguyén nhan va nhirng nhan t6 nam
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Hinh 5. Phan b cac thé diém cin bing BSC
theo vai tro trung tim va mirc dj anh hwéng
-

P

Hinh 6. Phan bo céac chi s6 KPI theo vai tro
trung tam va mirc do anh hwéng

s

Hinh 7. Ban d6 chién lwgc bao gdm bon thé
diém can bang

(L) Learning and
Growth

~

bén dudi truc hoanh thudc nhoém két qua.
4.3. Xdy dwng ban do chién lwgc

Ban d6 chién lugce cho 4 thé diém BSC va 21
KPI danh gia hiéu qua hoat dong dugc mo ta
trong Hinh 7 va Hinh 8. Trong Hinh 7, duong
nét dut thé hién cho mdi quan hé kha yéu gitra
céc yéu to (46 manh anh hudong co gia tri giita
5.9556 va 6.2077); trong khi cac duong nét lién
thé hién mdi quan hé manh mé (d6 manh cua
anh huong nam giita 6.2077 va 6.5894). Mili

Tap chi Khoa hoc & Dao tao Ngan hang

tén chi huéng ciia anh huong. Quan diém khach
hang 1a nhan t6 trung tAm dugc thé thé hién
trong hinh chir nhat dam, nhin manh rf‘?mg nhan
td nay c6 nhiéu quan hé nhét v6i cac nhan to
khéac do d6 né quan trong nhat trong chién lugc
ngan hang.

Nhu c6 thé thay trong Hinh 5, P: Quy trinh néi
bé 1a nhan t6 nguyén nhan chinh anh hudng toi
3 nhén t6 con lai thi F: Tdi chinh lai nhan duoc
su anh hudng tir tit ca cac nhan tot khac, tir d6
chung ta co6 thé két luan rang thé diém tai chinh
dai dién cho nhan t6 két qua.

Trong Hinh 8, 1an lugt cac duong nét dut cho
thay anh huong vira phal (gla tri tir 0.3091 dén
0.3300), dudng nét lién thé hién anh huong
manh (0.0330 -0.3500) va duong nét lién dam
thé hién anh huéng rat manh (0.3500-0.3823),
va cac miii tén thé hién chiéu anh hudng.

Xét vé cac moi quan hé duoc biéu dién trong
Hinh 8 ¢6 sb luong rat nhiéu, phan tich dd hoa
thuan tiy dudng nhu khong du dé kiém tra moi
quan hé nhin qua nay. Theo Bang 6, nim chi s6
co6 gia tri (r + ¢) cao nhét, bao gém C5: toc do
tang truong khach hang, F1: ROA, F2: ROE,
F4: hé s6 loi nhudn va F3: ROI giy ra anh
huong va nhan dugc anh hudng tir hon 11 chi
$b. Theo do, trong Hinh 8, nam KPI nay duogc
danh diu bang hinh vuong dam. Hon thé nira,
yéu t6 nguyén nhan chinh (gia tri cao nhit cua
(r-c))la P2: hiéu qua giao dich, P4: hop Iy
héa quy trinh va P6: phat trién kénh ban hang
tao ra suc anh huong téi hon 11 nhan t6 khac,
trong khi nhan duoc anh hudng it tir 1 nhan to
(Bang 5).

4.4. Phén tich chién lwoc

Nhu ta c6 thé thiy trong Bang 5, trong s bon
thé diém, vai tro trung tam thudc vé C: khdch
hang. Cung véi do, C5 toc do tang tru’ong

cua khach hang 1a yéu tb trung tam trong tat

ca cac chi so KPlIs, tac dong dén 17 chi sb va
nhin duoc anh hudng tir 18 chi s6. Pang cht

v 1a C5: toc dé tiang truéng khach hang dic
biét anh hudng dén cac chi s6 sinh 10 ctia ngan
hang (F1: ROA, F2: ROE, F3: ROI, F4: hé s6
loi nhudn). No6i cach khac, cang c6 nhiéu khach
hang thi cac ngan hang cang c6 thu nhép cao
hon, diéu nay s& anh hudng tich cuc dén kha
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Hinh 8. Ban d6 chién lwgee danh cho 21 chi s6 KPI

F4 Fs F6
D ; >
ca <4 5 C6
o
= "
] P4 = P& |7 PG
L5

nang sinh 101 cua no.

Hon nita, trong thé diém khach hang hai chi s6
tiém ning ndi bat: C3: thi phan va C4: ty 1é duy
tri khdach hang. Céc chi s6 nay lan luot nhan
duoc anh huong tir 18 va 19 chi sb khac, va
chiu anh huong chu yéu bai cac chi sé vé kha
ning sinh 101 (F3: ROI, F4: ti sudt loi nhudn,
Fo: ty I¢ logi nhudn hoat dong trén tai san).
Ngoai ra, C3: thi phan va C4: ty 1é duy tri
khdch hang bi anh hudéng manh mé bdi cac

chi sb cua quy trinh ndi bd (P1: 56 lwong san
pham /dich vu méi, P4: hop Iy héa quy trinh,
P5: thoi gian cho phdt trién va vin hanh san
pham/dich vu mdiva P6: phat trién kénh bdn
hang). Véi thuc t& P4: hop 1y héa quy trinh cd
anh huong dén P5: thoi gian phdt trién va trién
khai san pham/d;ch vy moi, tr d6 anh hudng
dén PI: s6 lwong san phcfm/d,ich vu moi, co thé
két luan rang dé giir khach hang hién tai va tiép
thu nhitng khach hang mdi nén trude hét ngan
hang can ting cudng cac quy trinh hd trg may
tinh dan dén giam thoi gian phat trién san pham
va dich vu méi. Cudi cung, mo rong dong san
pham ciing nhu phat trién céc kénh dich vy tir
xa (P6: phat trién kénh bdn hang) s& dan dén
tang thi phan va mé rong cac khach hang trung
thanh.

Ciing nhu khi xem xét thé diém L: hoc tdp, L1:
dao tao chuyén gia 1a nhan t6 trung tdm, nhan
dugc anh huong manh nhat tir F6: ty ¢ loi tirc
hoat dong /tai san. Diéu nay cho thiy rang thoi
gian dao tao cho mdi nhan vién dugc quyét dinh
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duya trén tiém lyc tai chinh ciia ngan hang. Bén
canh d06, L1: dao tao chuyén mén cé anh hudng
16n nhét dén céc chi tiéu vé quan diém tai
chinh, d6 1a F1: ROA, F2: ROE va anh huong
nhiéu nhat dén C5: téc do tang trucng khach
hang. L1 c¢6 anh hudéng manh t6i ROA. Do do,
c6 thé thay rang trinh d6 chuyén mén c6 tac
dong tich cuc dén chét lugng dich vu va do do
thu hat dugc khach hang va tang doanh thu.
D4i véi thé diém F: tdi chinh, céc chi sb hoat
dong quan trong nhét 1a F1: ROA va F2: ROE.
Ca hai yéu té déu nhan duoc anh huong tir 19
chi s6 khac, trong d6 ¢ thé phan biét dugc
C5: tang truong khdach hang, P1: sé heong sdn
phdam/dich vu méi, P2: hiéu qua giao dich, P4:
hO‘p Iy quy trinh, P5: thoi gian phdt trién va
trzen khai san pham/dich vu méi va P6 phat
trién kénh bdan hang. Do d6, cac chi sé vé kha
nang sinh 101 rd rang la phu thuoc dang ké vao
cac quy trinh ndi bo. Can luu ¥ rang cac chi sd
cua cac quy trinh ndi bd duogc liét ké & trén co
anh huong dang ké dén C5: téc dé ting trucng
cua khach hang. N6i mot cach khac, khi quy
trinh noi bo hiéu qua hon duoc thiét 1ap, thi
ngan hang co6 thé cung cip nhiéu dich vy hon,
va do d6 toc do tang truong cua khach hang va
hiéu qua tai chinh cta hoat dong cua ngan hang
cang cao.

Trong thé diém thu tu, P: quy trinh ngi bo,
trong tam dat vao PI: ) lwong san phcfm/djch
vu méi va P5: thoi gian dé phat trién san pham
va dich vu moi.
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5. Khuyén nghi vé cac chi s6 KPI quan trong
can duwgc wu tién va két ludn

Két qua nghién ctru cho thay, cac chi sb c6 gia
tri (r -¢) dwong cao nhat anh huong dén cac yéu
t6 khac nhiéu hon cac yéu té khac anh huéng
dén chang. Do d6, cac nha quan 1y nén tap
trung vao viéc cai thién cac chi sé nay trude
tién. Theo két qua phan tich DEMATEL trong
Bang 5, céac chi sb quan trong la P2, P4, P6.
Noi cach khac, cac chi sb nay dai dién cho “yéu
t6 nguyén nhan” chii yéu trong ban do chién
luoc.

Theo Hinh 8 va Bang 5, P2 1a mot yéu t6 quan
trong tac dong dén 15 chi tiéu (trong khi khong
bi anh huong boi bat ky chi tiéu nao), dic biét
la F1: ROA, F2: ROE, C4. Ciing can luu y ring
ty 1€ khach hang lap lai c6 tac dong tich cuc
dén loi nhuan cua ngan hang (F1, F2, F3, F4).
Do @6, thoi gian xtr ly giao dich cua nhan vién
ngan hang cang thap thi ho cang phuc vu khach
hang nhanh hon, va cudi cing khach hang tré
nén trung thanh. Piéu nay lam ting hiéu qua
hoat ddng cua ngan hang vi theo nguyén tic
80/20 ndi tiéng, 80% loi nhudn ciia mot nguoi
c¢6 thé duoc quy cho 20% khach hang cia ban
(nghia 1a khach hang trung thanh).

PG6: phdt trién kénh ban hang c6 tac dong
nhiéu nhat dén céc chi s sinh 16i ciing nhu

cac yéu td trong thé diém khach hang (C3: thi
phan va C4: ty 1é duy tri khdach hang). V& cac
chi sé tai chinh, ting ty trong giao dich thong
qua cac kénh tir xa lam tang tinh sinh 101 vi
mot sb 1y do. Trude tién, chi phi rong cua cac
hoat dong tir xa thap hon nhiéu so v6i cac vin
phong truyén thong. Hon nita, ngan hang tir xa
khuyén khich tiép can cac khach hang méi va

Tai liéu tham khao

gilt nhitng khach hang hién co, tao cho ho co
hoi dé tiét kiém thoi gian, va hon nira, cung cip
cho khach hang khuyét tat quyén st dung dich
vu ctia ngan hang. Do d6, su gia ting sb luong
khach hang lam tang thu nhdp va lgi nhudn ctua
ngan hang. Do d6, phat trién cac kénh tir xa c6
tac dong tich cuc truc tiép va gian tiép dén hiéu
qua hoat dong cua ngan hang.

Trong sb cac yéu t6 nhan dugc anh huong 1on
nhat tir P4 bao gom F1: ROA,F2: RO, F3: ROI,
C3: thi phan, C4: ty 1é duy tri khach hang va
C5: toc do tang trucng khach hang. Két qua
nay hoan toan phu hop véi mong doi vi, trudce
hét, qua trinh ty dong hoa gitp giam chi phi va
do d6 dan dén ting loi nhuan. Thi hai, c6 thé
t51 vu hoa thoi gian 1am viée va bd tri lai nhan
vién mot cach hi¢u qua nhét, co tac dong tich
cuc dén chat lwong va thoi gian phuc vu khach
hang. Mién 1a dich vu khach hang chat luong
cao ¢ tim quan trong 1on ngay nay, viéc tdi
uu hoa cac quy trinh ndi by cua ngan hang c6
thé dan dén viéc mo rong dang ké co s¢ khach
hang.

R& rang, viéc diéu chinh chién luoc linh hoat
dong mot vai tro hét sirc quan trong trong qua
trinh trién khai cac chién lugce kinh doanh trong
mot moi truong nhiéu thach thre, canh tranh va
ludn bién dong.

Phuong phap DEMATEL dugc nhém nghién
cuu ky vong sé giup cac ngan hang xay dung
mot SMIS 6n dinh va linh hoat, gitip cac ngan
hang xay dung dugc cac chién luoc phu hop,
dua trén cac chinh sach BSC va KPI dung cach
va hop 1y s€ giup nang cao trach nhi¢m ca nhan,
cai thién hiéu qua va tang nang luc quan ly tai
cac ngan hang. m
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Summary

Using DEMATEL method to constructing a strategy map for banking institutions

Abstract: Strategy management is one of the most important tasks of commercial banks. While many studies
focus on the stages of strategy development and implementation, methods for strategy adjustment have not
been mentioned much. This article presents the DEMATEL method used to evaluate and analyze the relationship
between key performance indicators (KPI) in strategy management based on the Balanced Scorecard (BSC)
method. According to this approach, the Strategy Management Information System (SMIS) will visualize the
strategy map, which is the basis for bank leaders to evaluate and adjust the strategy.

Key words: Balanced Scorecard, key performance indicators, BSC, KPl, DEMATEL, strategy map.
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tiép theo trang 9

nhanh dén muyc tiéu giam ng x4u, thuc day ting céc tap doan, tong cong ty. Vi nhom khach
truong kinh té. V§i nhirng khach hang khong hang nay, néu dé “ung nhot” ng xau phat tan,
con kha ning phat trién, can sir dung déng bod nguy co dan dén d6 bé cac NHTM chu no 1a
nhiéu giai phap nhu ban ng cho VAMC, xur Iy rat 16n. Vi thé, can phai xdy dung cac kich ban
tai san bao dam tién vay, xr Iy no tir quy trich xUr ly no cho ting khach hang riéng biét. Day
lap du phong riii ro tin dung. TCTD ciing can 1a van dé hét sirc 16n va phuc tap, phai dic biét
cht trong dén viéc tiét giam chi phi hoat dong, luu tim lwya chon phuong 4n téi wu, khong chu
tang trich 1ap du phong rui ro, tang trudng tin quan néng voi, nhung phai cuong quyét, dung
dung, ha 13i suat cho vay, gin tang treong tin 16 trinh. m

dung v6i nang cao chit lugng thim dinh va
phong ngura rdi ro tin dung... xem day la nhiing
giai phap cin co, 1au dai dé giam ty 1& no x4u.
Pay manh xtr Iy no xau theo co ché thi truong.
Mat khac, TCTD thuc hién tiét giam cac chi phi
hoat dong, tap trung nguon lyc cho viéc xt 1y
ng x4u. Pong thoi, kiém soat toc do tang truong
tin dung pht hop v6i quy mé, co cdu ngudn von
va nang lyc quan tri rai ro cua TCTD.

Tung TCTD xay dung phuong &4n, muyc tiéu, 10
trinh va giai phap xur 1y no ddi voi timg khach
hang thudc nhom “khach hang nhay cam”.
Nhém khach hang nhay cam & day bao gom
khach hang la san sau ctia cac 6ng chu, lanh
dao cac TCTD, cac chu s¢ hitu chéo ngéan hang,
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