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TOM TAT

Nghién ciru nham x4y dung thé diém cén bing (Balanced Scored Card- BSC) cho Céng ty Vang Bac ba quy
Pht Nhuan (Phu Nhuan Jewelry Joint Stock Company PNJ) dya trén bon khia canh/v1en canh c6t 16i 14 Tai chinh;
Khach hang; Quy trinh ndi bd va Dao tao va phat trién, véi cac trong sd va cac yéu té cu thanh.

Str dung Kkét qua hoat dong san xuét, kinh doanh cua PNJ 2012 - 2014, nghién ctru danh gia qua trinh thyc hién
chién lugc cua PNJ theo BSC, qua d6, nhan dién dugc cac yéu to va mirc d6 tdc dong cua tirng ycu to dén qua trinh
thue hién chién luge ciia PNJ. Nghién ctru cung cap thong tin hitu ich d¢ PNJ xay dung cac giai phap cu the, phu

hop dé nang cao hiéu qua cong tac quan tri chién lugc.

Tir khéa: Thé diém can bﬁng; khia canh Tai chinh; khia canh Khach hang; khia canh Quy trinh ndi bg; khia
canh Dao tao va phat trién; Cong ty Vang Bac D4 quy Phii Nhuén.

Applying balanced scored card to suggest the solutions of improving strategic
management at Phu Nhuan jewelry company

ABSTRACT

The research is to build up the Balanced Scored Card (BSC) at Phu Nhuan Jewelry Joint Stock Company (PNJ)
based on four main perspectives: Financial, Customer, Internal Process, Learning and Growth with their ratios and

components.

Using the business results of PNJ in the period of 2012 - 2014, the research evaluates the progress of implying
PNJ strategy following BSC methodology, then identifying the main factors and measuring the affects of each factor
on the implying PNJ strategy. The research provides the useful information for PNJ to build up the specific and
appropriate solutions to enhance the strategic management activities.

Keywords: Balanced Scored Card; Financial perspective; Customer perspective; Internal Process perspective;
Learning and Growth perspective; Phu Nhuan Jewelry Joint Stock Company.

1. Téng quan

Trong bdi canh toan ciu hoa, cac doanh
nghiép dang va sé tiép tuc chiu 4p luc canh
tranh ngay cang 16n. Dé ton tai va phat trién,
doanh nghiép phai lya chon chién luge dé co
16i di riéng, va c6 nhimng hanh dong cu thé dé
doanh nghiép khong di chéch hudéng so voi
chién luoc da dé ra. Hé théng “Thé diém can
bﬁng” (BSC), mét hé théng tién tién dé do

ludng hiéu suit cia mot doanh nghiép dwa
trén bén khia canh chu yéu duoc Kaplan va
Norton gigi thi€u vao nam 1992, da lot vao
top 10 cong cu quan ly dugc su dung rong rai
nhat trén thé giéi, mo hinh nay giup céc td
chte chuyén tAm nhin chién lugc thanh nhitng
muc tiéu va thudce do cu thé.

Cong ty c6 phan Vang Bac P4 quy Phu
Nhuan (PNJ) 12 méot doanh nghiép dan dau
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trong nganh kim hoan tai Viét Nam, xép trong
5 cong ty hang dau trén thi truong chau A. Tur
2004 dén 2011, qua trinh ¢ phan hoa va tro
thanh cong ty dai chung doi hoi PNJ can co
nhimg diéu chinh trong cong tac hoach dinh
chién luoc. Thang 10 nam 2011, dudi sy tu
van cta Value Partners, PNJ trién khai xay
dung chién lugc kinh doanh dai han cho minh
trén mo hinh ban do chién lugc, dong thoi, ap
dung mé hinh BSC dé quan tri qua trinh thyc
thi chién lugc. Nghién ctru nay gép phan hoan
thién coéng tic quan tri chién lugc tai PNJ,
gitp cong ty hoan thanh cac muc tiéu chién
lugc theo dinh hudng tré thanh mot trong
nhitng nha ban 1€ trang strc hang dau chéu luc.

2. Co s& khoa hgce

Khdi nigm vé chién lwoc va qudn tri
chién lwgc

Chién luoc 1a mot tr dugc dung trong
linh vuc quan sy, ¢6 ngudn goc tir Hy Lap ¢b
dai “Strategos”, c6 nghia 1a phuong cach dé
chién thang ddi thii trong chién tranh.

Quinn (1980) dinh nghia: “Chién lugc 1a
md thirc hay ké hoach thich hop cac muc tiéu
co ban, cac chinh sach va chudi cac hanh

dong cua t6 chirc vao trong mot tong thé ciu
két chat ch&”. Porter (1980) quan diém vé
chién luoc gém 3 diém chinh: (1) Chién lugc
la sy sang tao ra vi thé ¢o gia tri va doc déo,
bao gdm cac hoat dong khac biét, (2) Chién
luge 13 sy chon lwa, danh d6i trong canh
tranh, (3) Chién luoc 13 viéc tao ra su phu hop
gitta tit ca cac hoat dong cua cong ty.
Mintzberg & Quinn (1992) tom lugc dinh
nghia da dién cua chién lugc véi 5 chit P bao
gom: (1) Ké hoach (Plan): Mét chudi cac hanh
dong dy dinh c6 y thte, (2) Khuén maiu
(Pattern): Sy kién dinh vé hanh vi theo thoi
gian, dy dinh hay khong du dinh, (3) Vi thé
(Position): Su phu hop giita t6 chirc va mai
truong cua nd, (4) Quan niém (Perspective):
Mot cach thirc ¢6 chiéu sdu dé nhéan thic thé
gidi, (5) Thu doan (Ploy): Mot cach thirc cu
thé dé vuot 1én trén ddi thu.

Qua trinh quan tri chién lugc hay thuc
hién chién lugc caa mot doanh nghiép, thuong
dugc nghién ctu va st dung thong qua cac
moé hinh, Hinh 1 cung cép phuong phap tiép
can trong viéc thiét 1ap, thuc thi va danh gia
chién lugc.
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Hinh 1. M6 hinh chi tiét qua trinh chién lugc

Nguon: Fred, 2003, p.91.
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Trong d6, hoach dinh chién luoc 1a qua
trinh thiét lap nhiém vu kinh doanh, thuc hién
nghién ctru dé xac dinh cac yéu t6 bén trong
doanh nghi€p va moi truong bén ngoai. Thuc
thi chién lugc 14 giai doan cac doanh nghiép
bién nhiing y tudng chién lugc duge hoach
dinh thanh nhitng hanh déng cu thé. Panh gia
chién lugc gitp doanh nghiép nhln thay duogc
thanh qua, va ca nhimg rui ro tiém an dé c¢6 cac
hanh dong diéu chinh kip thoi (Fred, 2003).

3. Tong quan vé BSC

Bén khia canh ctia mot “Thé diém can
bang” giup doanh nghiép c6 kha nang theo ddi
két qua hoat dong tai chinh trong khi van
giam sat dugc dién bién trong viéc tao dung
cac kha nang va thu vé cac tai san vo hinh ma

a

Tai Chinh

“DE ton tai vé tai
chinh, chiing ta
phai the hi¢n ra sao
trude cb dong?»

ho can cho sy phat trién trong tuwong lai”
(Kaplan & Norton, 2011, p. 16).

Strc manh ciia BSC duogc phat huy tbi da
khi n6 duoc chuyén hoa tir hé thdng do luong
thanh hé théng quan tri cua mot doanh nghiép,
bén canh d6, nd con can dat dugc su déng
thuan tir cac nha quan tri cao cip cua doanh
nghiép; su truyén thong chién lugc va cac
muc tiéu chién lugc dén toan bo cac thanh
vién trong doanh nghiép; gin két cac muc tiéu
ctia to chirc voi cac muc tiéu cua ting c4 nhan
trong t6 chtrc; phan bd ngudn luc hop 1y va cd
mot hé thong danh gid chién lugc dinh ky,
cling nhu cac diéu chinh phu hop tir cac két
qua thu dugc trong qua trinh thyc thi va danh
gi4 chién lugc.
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Hinh 2. M hinh thé diém can bang - BSC
Nguén: Kaplan & Norton, 2011.
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Trong do, khia canh tai chinh dugc danh

gia 1a quan trong nhat cua BSC, 1a mot thudce
do tong hop tinh hinh hoat dong va muc tiéu
chung ctia doanh nghiép. Cac thudc do chinh
yéu trong khia canh nay bao gom: mirc do
tang trudng doanh thu, lgi nhuan, va gia tri
kinh té tang thém. Khia canh khach hang, bén
canh viéc tdp trung vao do luong hi¢u qua
hoat dong cua doanh nghiép trén phan khuc
thi truong muc ti€u, con giap do luong gia tri
cung cip cho khach hang nhu mac do hai

long cua khach hang; thi phan trong phan
khiic thi truong muc tiéu; ty 1€ git chan
khach hang... Khia canh quy trinh noi bd
thuong duogc tao lap sau khia canh vé tai
chinh va khach hang, cic nha quéan tri nhan
dién cac quy trinh chinh c¢6 anh hudéng 16n
nhit dén sy hai long cua khach hang va céc
muc tiéu tai chinh ctia doanh nghiép nhu: Cac
quy trinh van hanh cua doanh nghiép; cac quy
trinh quan 1y khach hang; cac quy trinh vé
sang kién cai tién, cac quy trinh lién quan dén
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x3 hoi. Khia canh dao tao va phat trién duoc
x4c dinh nhu 13 nén tang cho sy ton tai va
phat tr1en lau dai cta doanh nghlep, dua trén
ba ngudn lyc chinh 1a: ngudn lyc vé con

ngudi, nguodn lyc vé hé thong va ngudn lyc vé
t6 chuc.

Mbi quan hé nhan qua trong mo hinh thé
diém can bang dugc mo ta trong Hinh 3.

Hiéu qua

‘ TAM NHIN CHIEN LUGC ‘

Két qua

-:z”fi c D

Khia canh Tai Chinh:

Dé thoa mian ¢d dong, cic yéu té tai chinh
nao can hoan thién?

C

Khia canh Khich Hang:

Pe dat duege muc tiéu tai chinh, véu cau ndo cua

" khich hing cin thoa min?
Khia canh Quy Trinh NgiBo:
Dé théa man khéch hang, quy trinh kinh doanh ndo cén

déay manh?

Nguyén nhin

Khia canh Pao Tao Va Phat Trién:

Dé datva duy trivi thé canh tranh, Cong ty cin ting cudng
do tao va cai tién nhitmg ni dung gi?

> Hanh dong

Hinh 3. Mi quan hé nhan qua gifta cac khia canh cia BSC

Nguon: Kaplan & Norton, 2011.

Ba chic ning chinh cua thé diém can
bang gom: chirc nang do ludng, chirc ning
danh gia chién lugc (Kaplan & Norton, 2011,
p. 262), chirc ning cong cu truyén théng
(Niven, 2002, p. 20).

4. Thue trang van dung BSC trong
quan tri chién lugc tai PNJ

Qua trinh phat trién ciia PNJ

Ngay 28/04/1988, ctra hang Kinh doanh

Vang bac Pha Nhuin ra doi, truc thudc
UBND Quan Phu Nhuan véi 20 nhan sy. Nam
1992, PNJ chinh thirc mang tén Cong ty Vang
Bac P4 quy Phit Nhuan, x4c dinh chién lugc
phat trién 12 nha san xuit kinh doanh trang
suc chuyén nghi¢p. Ngay 02/01/2004, PNJ
chinh thirc c¢6 phan hoéa, thang 3/2009, cb
phiéu PNJ chinh thirc niém yét tai HOSE,
tang von diéu 18 1én 400 ty dong.

Bang 1
Két qua hoat dong cia PNJ giai doan 2012 — 2014
Stt Chi tiéu (ty dong) 2012 2103 2014
1 Doanh thu 6,428.0 7,603.6 7,294.1
2 Loi nhuén gop 598.5 559.8 790.2
3 Loi nhuan trude thué 280.0 240.0 326.8
4 Loi nhuan sau thué 225.0 182.0 256.7
Tong tai san 2,543.0 2,561.1 2,813.2

Nguon: Website PNJ/ bdo cdo dai héi ¢é dong cdc nam.
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Béang 1 phan anh tinh hinh hoat dong cua
PNJ tir 2012 dén nim 2014 déu mang lai
nhitng két qua kha tét du nén kinh té thé gioi
n6i chung va Viét Nam néi riéng gip nhiéu
bién dong.

Véan dung BSC trong quéan tri chién
lwge tai PNJ

Loi thé 1a doanh nghiép vé6i luc luong
quan 1y cao cép co trinh do, kinh nghiém, cau
tién va ludn tiép can nhiéu mé hinh quan ly
tién tién, PNJ da xdy dung cho minh mot 16
trinh tiép can BSC hét sire ti mi, khoa hoc va
cu thé:

Giai doan 1: Toan by Ban Lanh dao cao
cap ctia PNJ tham gia cac khoa tu vin vé BSC
va phuong phap xay dung chién lugc; danh
gi4 hiéu qua hoat dong theo mo hinh BSC,

Giai doan 2: Sau qua trinh hoc tap va
nghién ciru, Ban Tong Giam dbc théng nhét
chu truong, cam két va hoach dinh 16 trinh
thue hién,

Giai doan 3: Truyén thong va dao tao cho
can bo quan 1y cha chdt ctia Cong ty,

Giai doan 4: Truyén thong va dao tao dén
cac cap quan 1y trung gian,

Giai doan 5: Truyén thong, va dao tao
nhan thirc cho toan b nhan vién con lai cua
Cong ty,

Giai doan 6: Trién khai thyc hi¢n thi diém
va diéu chinh, quan trj khing hoang trong qua
trinh thay ddi,

Giai doan 7: Pua vao ap dung va van hanh.

V6i tinh than théng nhit va cam két cao,
cac giai doan trong qua trinh trén da va dang
duogc thuc hién mot cach nhat quan va hi¢u
qua. PNJ ky vong rang v6i viéc ap dung mod
hinh BSC, Cong ty sé& co thé dat dugc cac muc
tiéu sau: (1) banh gia hiéu qua hoat dong mot
cach toan di¢én hon, (2) Nang cao sy hai long
cua khach hang va nhan vién, (3) Quan ly va
sit dung von, chi phi hiéu qua, (4) Gin két
chién lugc cua toan Cong ty voi cac hoat dong
ctia nhan vién, (5) Két hop chit ché cac muc
tiéu chién lugc v&i cac quy trinh phan bd
nguén luc, (7) Tao budc chuyén manh mé¢ va
su linh hoat hon cho Cong ty.
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thé cia timg ca nhan,
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Chi tiéu ... Muc tiéu 1
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Hinh 4. Khéi quat qua trinh trién khai chién lugc tai Cong ty PNJ

Nguon: Cdc tac gia tong hop.
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Thang 9 nim 2012, PNJ tuyén bd si
ménh “PNJ mang lai niém kiéu hanh cho
khach hang bang cac san phdm trang st tinh
té, chat luong vuot trdi”, va tuyén bd tAm nhin
dén nam 2022: “La cong ty ché tac va ban 1é
trang sirc hang dau tai chau A, giir vi tri sd
mot trong tit ca cac phan khic thi trudong
trung va cao cAp ma PNJ nhim t6i tai Viét

Bang 2

B0 chi tiéu va thudce do khia canh tai chinh

Nam”. PNJ x4y dung gi4 tri ¢t 18i cia minh
trén nam chuan muc: (1) Trung thuc, (2) Chat
lwong, (3) Trach nhiém, (4) Péi moi, (5)
Sang tao.

Qua trinh trién khai chién lugc tai PNJ
duoc khai quat trong Hinh 4, va bd chi tiéu va
thuoc do ting khia canh duoc trinh bay trong
Bang 2, Bang 3, Bang 4, va Bang 5.

Stt Muc tiéu

Thwoc do

1 |Tang doanh thu

T6ng doanh thu bao gdm:

Doanh thu hoat dong ban 1¢

Doanh thu cong hoat dong kinh doanh si

Doanh thu xuét khau

2 |Tang loi nhuin Lo1 nhuan gop

Loi nhuan trudc thué

3 |Tang hiéu qua chi|Chi phi von hang ban/tong doanh thu thuan vé trang sirc

phi hoat dong

Chi phi Marketing/Tong doanh thu thuan

Chi phi ban hang/Tong doanh thu thuén vé trang strc

Nguon: Tong hop ciia cdc tac gid.

Bang 3
B0 chi tiéu va thude do khia canh khach hang

Stt Muc tiéu

Thwoc do

1 |Giao hang ding hen

S6 luwong san pham giao ding hen t6i cira hang, chi nhanh, noi
dat/Tong s6 luong san pham dén hen giao.

cua khach hang

2 |Tang muac d6 théa man|Thuc hién danh gia chi s6 mirc do théa mén cua khach hang
(NPS) cuia timg cira hang trén toan hé thong.

thanh cong

3 |Ting ty lé giao dich|Sé lwong hoa don mua hang/téng sb khach hang t6i diém ban.

thuong hiu trong tung|trudc.
khu vuc

4 |Tang cuong suc manh|So sanh chi s6 sttc khde thuong hi¢u cua lan do nay véi lan do

Nguén: Tong hop ciia cac tdc gid.
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Bang 4
B9 chi tiéu va thudc do khia canh quy trinh ndi bo
Stt Muc tiéu Thudc do

Hoan thién hé thong quy trinh quan tri
Hoan thién hé théng chinh sach nhan su

1 |Hoan thi¢n quy trinh
noi bo

Pau tu di ngudn luc dé phat trién thanh cong cac dong hang

2 | Cung ¢0 nang lyc san
chién lugc

xuat

Ung dung cong nghé thong tin vao qua trinh didu hanh san xut
va kinh doanh
Dau tu phat trién cong tac R&D san pham va cong nghé méi

Nguon: Tong hop ciia cdc tdc gid.
Bang 5
Bo chi tiéu va thudc do khia canh Pao tao va phat trién

Stt Muc tiéu

Thwoc do

1 |Hoan thanh tai cau trac hé
thong vé co cau to chic va
nhan su

X4y dung hoan tat va trién khai ap dung co céu to chirc méi
véi day da bang mo ta cong viée cho tirng chure danh.

Cung cap da nguon luc so véi nhu cau cua cac don vi.

2 Ap dung danh gia KPIs
dén cap don vi va cé nhan.

S6 don vi true thude xac dinh thanh tich thong qua KPIs

S6 nhan sy danh gia thanh tich thong qua KPIs/Tong sd
nhan sy dat chuan danh gia thanh tich.

3 |Huin luyén va dao tao
chuyén sau

Hoan tat ké hoach dao tao cho cac nhoém chuc danh va trién
khai thuc hién.

bénh gia chét lugng céac khoa dao tao.

Panh gia tién d6 cac khoa dao tao.

Nguon: Tong hop ciia cde tdc gid.

thé, su chuyén héa nay s€ hinh thanh nén ban
d0 chién Iugc cia PNJ dugc mo ta & Hinh 5.

Sau khi cac y tudng chién lugc da dugce cu
thé hoa thanh cac muc ti€u, voi cac thudc do cu

| SU’ MENH, GIA TRI CO LOI, TAM NHIN |

k3
| TOI DA HOA GIA TRI CHO CO BONG |
TAI - Téang higu
CHINH D?anh Il‘qf qua chi phi
______ thu e hoat déng
= E 1
; (. . Tane mirc d6 Tang strc manh )
KHACH Giao hﬂng tha g " L Tang ty 1& giao thwong hiéu
A da man cua p J N N
HANG v he . . dich thanh céng trong tirng khu
( cung hen khach hang vire )
QUY Hoan thién hé Cung cd va
TRINH L th < I - - .
! thong quy trinh | i tang nang hre
NOIBO i quantri | i sanxuat |
T T
PAO TAO Tai cdu trac hé théng Ap dung danh gia Huan luyén va
V’;FI)IEHQT vé co cau td chirc va KPIs dén cap don vi dao tao
nhan su va ¢4 nhan chuyén siu

Hinh 5. Ban d6 chién luoc cdp Cong ty ctia PNJ

Nguén: Tong hop ciia céc tdc gid.
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Bang phuong phap phong van chuyén gia
(nhimg ngudi lanh dao cao cap ciia PNJ: Chu
tich hoi dong quan tri kiém Tong gidm dbc;
Phé chu tich hoi dong quan tri; Cac Pho Tong

Bang 6

giam déc va Giam déc cac don vi, phong
ban), cic tic gia xdy dung trong sb cho cac
khia canh cap Coéng ty, dugc mé ta trong
Bang 6.

Diém trong sb cia cac khia canh trong BSC cip Cong ty ctia PNJ

Stt Khia canh % trong s6 | Quy thanh diém
1 | Taichinh 33% 33
2 | Khéach hang 27% 27
3 Quy trinh ndi bd 20% 20
4 | Pao tao va phat trién 20% 20
Tong cong 100% 100

Nguoén: Tong hop cia cdc tdc gid.

Tu nhitng dir li€u cua tirng khia canh, cac
chi s6 do ludong hiéu suit (KPIs) dugc hinh
thanh. O cép d6 Cong ty, cac chi sd nay bén
canh viéc dugc danh gid trén goéc nhin muc
tiéu va cac thudc do, nd6 con dugc su dung
nhu 1a céc kim chi nam dé Cong ty biét rang
minh da va dang di dung hudng véi muyc ti€u
chién Iuoc dai han hay khong.

Can cu trén cac muc tiéu, thudce do, trong
s6 va diém s6 cua timg muc tiéu cu thé, Cong
ty tién hanh giao chi tiéu cho timg don vi,
phong ban. Cac don vi, phong ban tién hanh

xdy dung cac giai phap, ké hoach hanh dong
dé dat cac muc tiéu, chi tiéu duge giao. Céc
trong s6 cua tung khia canh cia BSC don vi
cling dugc xac dinh theo phuong phéap chuyén
gia tuong tu trong s6 BSC cip Cong ty.

Cac cudc hop danh gia dang ky chi tiéu,
giai phap cua cac don vi s€ dugc xem xét ky
trude khi ky duyét va ban hanh ap dung. Qua
trinh phan 16p trién khai BSC & PNJ dang
thuc hién theo mo6 hinh “Hai xuéng mot 1én”
(Kaplan va Norton, 2011), dugc minh hoa &
Hinh 6.

BSC Cap Coéng ty

@ Luéng phén l6p cac déi tugng BSC

7 Théng tin tng hop sb liew, phan héi

BSC mét 56 phong chite nang tiéu bidu

Gt | phong Ban | Phone Phong Phong Phong Phong XNNT Phong Phong
— e KDs 3 Khiu TMDPT Cung Ung Mark Te-Kt PNJ Nhan s Thiét ké
Tai chinh Téi chink Tai chinh: | Tai chinh Tai chinh Tai chinh Tai chinh Tai chinh Tai chinh Tai chinh: Téi chink
43% 11% 50% 45% 50% 26% 32% 28% 47% 10% 50%
Khach Khach Khdch Khdch Khach Khach Khdch Khach Khach Khéch Khach
hing 25% | hamg 14% | hanz 24% | hang 30% || hang 25% || hang 44% | hang 36% | hang 20% | hang 18% || hang 50% | hang 25%
Quywinh | Quywinh | Quywinh | Quytinh || Quytinh || Quytish | Quytinh | Quytinh | Quywich | Quytwioh | Quyinh
o bo 08 b3 n6i bo néi bd néi bd néi bd n6i bd n6i b ndi b ndi bd ndi bo
200% 35% 16% 10% 15% 10% 20% 32% 17% 70% 10%
Paotao & | Paotgo & | Diotao & | Dactao & || Dactao & Daotao & || Daotao & || Dactao & | Daotao & | Daotgo & | Daotao &
phét trién phat trién phat trién phat trién phat trién phat trién phit trién phit trién phat trién phat trién phat trién
12% 10% 10% 15% 10% 20% 10% 20% 18% 15% 15%

S0 S s S S S

BSC cho tirng vi tri nhan vién X
Tai chinh: ...%:; Khach hang ...%:; Quy trinh ndéibé: ....%; Pao tao & phat trién: ...%

Hinh 6. Phan 16p trién khai BSC dén cac don vi truc thudc

Nguon: Tong hop ciia cac tdc gid.
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Muc tiéu chién lugc cua PNJ giai doan
2012 - 2014: (1) Dan dau vé san xuat va kinh
doanh ban 1¢ trang stc tai thi truong Viét
Nam, (2) Doanh thu xuit khau ting 400%, (3)
Tdc d6 tang trudong doanh thu nganh trang strc
binh quan 20%/ nam, (4) Loi nhudn kinh

Bang 7

doanh chinh ting binh quan 15%/nam. Két qua
qua trinh hoat dong cuia PNJ 2012 - 2014 duoc
tong hop, danh gid théng qua hé thong the
diém can bang theo Bang 7. Ngoai ra, Bang 8,
Bang 9, Bang 10, Bang 11 ciing cho thay viéc
hoan thanh céc chi ti€u BSC ¢ ting khia canh.

Téng hop danh gia BSC cip Cong ty caa PNJ giai doan 2012 - 2014

Két qua thyc hién

Stt Khia canh Muc tiéu chi tiéu
) ) 2012 2013 2014
1 | Tai Chinh 33 29.27 311 30.5
2 | Khach hang 27 245 26.3 25.7
3 | Quy trinh ndi bd 20 20.95 19.85 20.2
4 Dao tao va phat trién 20 18.47 19.37 25.2
Tong diém 100 93.2 96.7 99.3

Nguon: Tinh toan cua cac tac gia.

Két qua danh gia BSC cip Cong ty theo
cac muc tiéu chién lugc cho thiy:

Téng diém cua céac khia canh chién lugc
& cac nam dat kha cao. Mot sb yéu td thanh
phan then chét c6 sd diém cao dd tac dong
tich cuc 1én diém chung cua toan Cong ty, dic
biét 1a khia canh tai chinh.

Bén canh d6, mot s6 thanh phan khac lai
tac dong tiéu cuc dén diém toan Céng ty do
khong hoan thanh chi tiéu dé ra.

Mic du tong diém dat kha cao va c6 xu
huéng ting truong tot. Tuy nhién, két qua
thuc hién cac chi tiéu thanh phan thiéu
6n dinh.

Bang 8
‘ ‘
Keét qua danh gia KPIs khia canh Tai chinh cap Cong ty, giai doan 2012 - 2014
2012 2013 2014
Biém ) )
st Khia canh BSC | %0kt |5 BSC |96 két qua | PimBSC | “°X°t | pigmBsc
e iten qualthl,.l’c thyc hién | thye hién | thuc hién QU2 | e hien
hién 5 5 § i S 3 thye hién S 5
A [Tai chinh 33 2927 311 30.5
I  Doanh thu 14 12.42 97.5% 149 [101.3% | 16.4
1 Doanh thu Gold 6 90% 54 115.0% 69 109% 6.5
2 Doanh thu si 2 115% 23 120.0% 2.4 181% 3.6
3 Doanh thu xk 4 84% 336 98.0% 39 120% 48
4 Doanh thu Silver 2 68% 136 85.0% 1.7 75% 1.5
I |L¢inhuin 10 925 0.6 11.7
1 Gop s 96% 48 92.3% 46 117% 58
2 Trudc thué 5 89% 4.45 99 8% 5.0 118% 59
III [Tang hiéuquid s dung chiphi 9 7.6 6.6 2.3
1 Chi phi von hanpg ban/ tong doanh thu thuan ve tr:EE 3 100% 5 96.8% 6.6 2 07% 0.0
2 Chi phi Marketing /Téng doanh thu thuén 2 -16% 0.00 -16.67% 0.0 86.7% 2.3
5|  Chiphi bin hing /Tong doanh thu thuan ve t’ﬁf 2 97% 26 17.50% 00 |2245%| 0.0

Nguon: Tinh todn cua cdc tac gid.
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Biang 9
Két qua danh gia KPIs khia canh Khach hang cip Cong ty giai doan 2012- 2014

2012 2013 2014
Diém o L % két
Stt Khia canh BSC | ﬂf Diém BSC |% két qui| piémBSC | qua  biémBSC
muc tiéu qul?i“ Y€ thuc hién | the hign | thuchién | thie  thuc hién
B  |[Khach hang 27 24.5 26.3 27.7
I |Giao hang dung hen 8 6.08 7.6 7.8
$6 heong SP giao diing hen t6i cira hang, chi o o or
1 nhénh, noi 3t/ Téng SL sp dén hen giao 8 76% 6.08 04.7% 7.6 98.00% 7.8
II [Tang mre d¢ théa min khach hang 8 7.3 7.9 8.5
Thue hién danh gid chi s6 muc 36 thoa man cia
2lkhach hang (NPS) cua timg cira hang trén toan hé 8 01% 7.3 08.8% 7.9 106% 8.5
thong
III [Tang ty lé giao dich thanh cong 4 3.6 3.7 4.2
3| SO luong héa don mua hang/tong Sc’tékih;i"él;lhﬁ 4 | 90% | 36 | 929% | 37 |105% | 42
IV  [Tang swe manh thwong hiéu 7 7.5 7.15 7.2
4| Chi 50 sto khoe thuong hi¢u cia la‘;ﬁc’d‘f{x:: 7 |108% | 75 |1021% | 7.5 | 103% | 72
Nguon: Tinh todn cia cdc tac gia.
Bang 10
Keét qua danh giad KPIs khia canh Quy trinh ndi bg cap Cong ty giai doan 2012 - 2014
2012 2013 2014
Biém ) )
Stt L e Zek e Eft Pidm BSC |% két qua | BiémBsC | 7° ¥ | piém Bsc
muyc téu|qua TUC) o pisn | the hién | thuchien | % | thyc hien
hién thire hién
C  |Quy trinh ndibd 20 20.95 19.85 20.2
I |[Hoan thién quy trinh noibo 9 8.75 8.85 9.0
1 Hoan thién hé théng quy tinh quan tri | 5 | 0.95% | 4.75 97% 1.85 100% 5.0
2 Hoan thién hé théng chinh sach nhén sy 4 100% 4 100% 4 100% 4.0
II [Ciing cb va ting ning suat 11 12.2 11 11.2
Bau tu di ngudn luc dé phat fnén t‘hémh c.?ng cdc 4 120% 43 100% 4 105% 42
dong hang chién luge
5| Ung dung CNTT vao qué trinh dicu g”’h. SI nl s | 00% |3 100% 3 100% | 3.0
3 Dau tr phét trién céng tic R&D san phar:l];:éc;l;gi 4 110% 44 100% 4 100% 4.0

Nguon: Tinh todn cua cdc tdc gid.
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Bang 11
Két qua danh giad KPIs khia canh Pao tao va phat trién cap Cong ty giai doan 2012 - 2014
2012 2013 2014
Diém é % két
: % ké : X
Stt Khia canh BSC | 2 ﬂ:t Piém BSC |% két qua|piémBSC| qua | PiémBSC
Imuc tiéu q“}i’iénm thyc hign | thue hién | thuc hign | thue | thuc hign
i hién
D [Pio tao va phat trién 20 18.47 19.37 20.2
e A - ~ A A A z 3 +
I Ta: cau triuc hé thong veé co cau to chire va 8.61 8.82 0.2
mhan sy
1 Co cau to chic moi 100% 3 100% 3 100% 3.0
2 Cung cép du ngubn hzc 04% 5.61 97% 582 | 103% 6.2
I |Ap dung dinh gia KPIs 4.86 5.55 6.0
1 $6 don vi trire thude xde dinh thanh tich théng 729 216 9% 267 100% 3.0
qua KPIs
$6 nhan s danh gia thanh tich théng qua o o o
KPIs/Téng s6 NS dat chuan danh gia thanh tich 0% | 27 26% 2.88 | 100% 3.0
III [Huan luyén va dao tao chuyén siu 5 5 5.0
Hoan tit ké hoach dio tao cho cic nhém chire or or or
danh va trién khai thyc hién 100% 2 100% 2 100% 2.0
2 Dianh gia chét lvong cic khoa dao tao 100% 2 100% 2 100% 2.0
3 Banh gia tién d6 cac khoa dao tao 100% 1 100% 1 100% 1.0

Nguon: Tinh todn cua cdc tdc gid.

Pinh gia két qua thwe hién KPIs ciia
cac khia canh trong BSC cip Cong ty

Khia canh tai chinh:

Bang 8 cho thiy khia canh tai chinh dat
diém tuong ddi cao, va co su tang truong theo
thoi gian, tuy nhién, bén canh sy nd luc ¢
diém cua yéu t6 doanh thu va loi nhuan, thi
yéu td chi phi lai 13 rdo can cho sy phat trién
nay, dic biét 1a két qua 2014.

Téng doanh thu c6 sy ting truong dang ké
theo timg nam, toc do tang truong binh quan 1a
15%/nam, nhung 18 thudc qua nhiéu vao ban 1&
trang strc vang va bi kiém ham boi dong san
pham bac trong sudt thoi gian danh gia.

Chi ti€u lgi nhudn phan dnh mtc do tang
trudng diém s6 kha an tuong va on dinh trén ca
chi tiéu lgi nhuan gdp va lgi nhuan trude thué,
dap tmg ky vong ctia PNJ khi &p dung BSC.

O ndi dung chi phi hoat dong, cac yéu to
thanh phan déu khong 6n dinh, trong khi chi
phi Marketing dang c6 khuynh huéng tét dan

hon theo thoi gian thi céc chi tiéu chi phi khac
van dang dién bién that thuong. Muc tiéu
quéan 1y va sir dung von, chi phi hiéu qua ciia
PNJ khong dat nhu ky vong.

Khia canh Khdach hang

Béng 9 cho thiy két qua dau ra cta khia
canh khach hang ghi nhan murc do tang truéng
kha t6t qua mdi nam, dic biét 1a két qua vuot
troi 4n tugng ctia nim 2014. Didu nay dap
tmg duogc ky vong vé sy ning cao muc do hai
long cua khach hang d6i véi Cong ty khi ap
dung mo6 hinh BSC.

Céc diém thanh phan déu c6 su ting truong
dang khich 1€, ngoai trir chi tiéu “Giao hang
dang hen” can xem xét lai chi tiéu dau vao.

Khia canh Quy trinh ni by

Béang 10 ghi nhan su 6n dinh cua khia
canh nay trong nhitng nam vura qua. Cac chi
tiéu dua ra phu hop va doi hoi sy nd luc cia
cac don vi, ca nhan.

Khia canh quy trinh noi bd duoc danh gia
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trén hai thanh phan chinh 13 mdc d6 hoan
thién quy trinh noi bd, cung cb va ting ning
sudt lao dong. Két qua dau ra theo cac nim
dao dong quanh mdc diém 20 cua ky vong,
trong d6 diém thanh phan cta hai yéu t6 tham
gia cling tuong tu.

Murc do hoan thién quy trinh ndi by duogc
ting dan theo cic ndm, nim 2014, cho thdy hé
thdng quy trinh va cac chinh sach nhén sy ciia
PNJ ngay cang dugc hoan thi¢n hon.

Nam 2013 va 2014, PNJ da tiép tuc dau
tu cac may moc thiét bi va cong nghé hién dai
phuc vu san Xuét céc dong hang chién lugc
cia minh. Céc sang kién, cai tién trén cac day
chuyén san xuét, trang thiét bi cling mang lai
hiéu qua nhét dinh. Cong tac nghién ctru phat
trién san pham, thi truong ciing duoc quan
tam, nho d6, cac chi sé cua khia canh “cing
¢d va ting ning suit lao dong” tir 2012 dén
2014 déu dat va vuot so véi chi tiéu de ra.

Két qua nay dap tmg dugc muc tiéu ting
mirc d6 hai 1ong ctia nhan vién d6i véi Cong
ty, gop phan gitip Cong ty on dinh ngudn luc
ciing nhur xay dung méi truong lao dong hép
dan. Chinh vi thé nam 2014 PNJ dugc bau
chon 1a 1 trong 50 doanh nghiép c6 modi
truong lam viéc tdt nhat tai Viét Nam.

Khia canh dao tao va phit trién

Bang 11 cho thay khia canh nay kha on
dinh va c6 xu hudng tot dan theo thoi gian.

Qué trinh ti c4u trac van dang dién ra nén
viéc dénh gia khia canh nay ciing c6 kha nhiéu
quan diém khic nhau. Tuy nhién, quan diém
théng nhét duoc dua trén co s& pham vi muc
tiéu cong viéc (scope of work) cia modi nam.
Két qua danh gia cho thay, diém sb cua khia
canh nay dang tién bo rat t6t theo thoi gian.

Qua trinh tai cdu tric cling hinh thanh cac
don vi, phong ban maéi va phéat sinh thém dinh
bién mdi theo timg vi tri cong viéc, chinh vi
thé viéc ap dung KPIs ddi véi cac vi tri cong
viéc moi ludn 1a diéu dugc quan tdm thuc
hién tai PNJ. Yéu t6 nay cling dugc cai thién
theo thoi gian, va ndm 2014 da ghi nhan sy
hoan thanh chi tiéu cua khia canh nay khi
100% céac ca nhan (da tiéu chuan), don vi
duoc ap dung va dua vao hé théng chim diém

theo KPIs.

Ké hoach dao tao cua trng don vi duoc
nhan dién day du va tap hop thanh ké hoach
dao tao cho toan cong ty. Cong tic to chirc
cac chuong trinh dao tao dién ra dung ké
hoach va tién d9, cong tac danh gia phan 4nh
rd nét hidu qua cta cong tac hudn luyén va
dao tao.

Céc chi ti€u cua khia canh nay duoc thuc
hién t6t, gop phan trong viéc dap ung nhiing
ky vong: gan két dugc myc tiéu chién lugc cia
Cong ty dén véi timg don vi, c4 nhan trong t6
chuc; danh gia dugc hiéu suét lao dong cua
tung ca nhan, don vi mét cach toan di¢n.

Panh gia cong tic quan tri chién luoc
tai PNJ

Cong tdic hoach dinh chién lwgc

Theo danh gid tor cac chuyén gia (Ban
lanh dao PNJ), két qua ctia hoat dong hoach
dinh chién lugc c6 diém sb tong hop kha cao
(8,09/10):

Tinh nhat quan cia cac muc tiéu chién
lugc va hé thdng do luong cac chi tiu cia
toan cong ty dén cac cap don vi dya trén tim
nhin, s ménh, cac gia tri ¢t 161 va muc tiéu
chién lugc ctia Cong ty.

Tinh khoa hoc trong viéc xay dung céc
muc tiéu, chi tiéu chién lugc cip Cong ty va
trién khai xubng cac cip bén dudi.

Pam bao duoc chirc ning truyén thong
ctia BSC tir cip Cong ty dén cac cap bén dudi.

Cong tdac thuc hién chién luwgc

Véi phuong phép tuong tu, vi¢c thuc thi
chién lugc cua Cong ty co diém téng két ¢ 1a
8/10:

= (Cong ty va céac don vi tryc thudc dam
bao tinh tuan thu qua trinh xay dung cac chi
tiéu danh gia cho tung khia canh chién lugc
cap Cong ty va tuong tu cho cip don vi.

= Cip Cong ty, cac don vi xdy dung chi
tiéu va ké hoach hanh dong thudng nién cua
don vi minh, du tru cac nguén luc can thiét dé
thuc hién cac chinh sach, giai phap, ké hoach
hanh dong pht hop va dat myc tiéu dé ra.

Cong tic danh gid chién lgc

Cong tac danh gia chién lugc 1a ndi dung
c6 nhiéu van dé can cai tién nhit, diém tong
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két cho hoat dong nay chi dat 5,18/10:

= Qud trinh danh gid KPIs cua Phong
Quan tri hi¢u qué chua dat nhu ky vong, viéc
danh gia chi dwa trén nhiing con sd, bing
chimg bang vin ban ma thiéu di sdu vao tim
hiéu nguyén nhan, ban chat thyc cta van dé
nén két qua danh gia chi phan anh duoc hién
tugng. Chinh vi thé, cac dé xuit cua Phong
Quan tri hi¢u qua chua co chiéu sau va chua
gitip nhiéu cho cac don vi, Ban Téng Gidm
dbc trong qué trinh quan trj.

= Pa phin cic don vi cho ring cong tic
danh gia KPIs dang con nhiéu van dé can cai
thién, cu thé cac van dé cac chuyén gia dé cap
khi dugc phong van d6 1a: phuong phap danh
gid; mirc do am hiéu cua cac thanh vién thyuc
hién danh gia; thai do trong qua trinh danh gia.

5. Mot so giai phap hoan thién hoat
dong quan tri chién lwoc tai PNJ

Can cur trén két qua danh gia thuc trang
qua trinh quan tri chién luoc tai Cong ty PNJ
va dinh huéng chién lugc cua Cong ty, cac
tac gia d& xudt mot sb gii phap hoan thién
hoat dong quan tri chién lugc tai PNJ, cu thé
nhu sau:

Giai phap danh cho khia canh tai chinh

Déi véi chi tiéu doanh thu

T6 chiic nghién ciu danh gia sirc khoe
nhan hiéu PNJ Silver, qua d6 c6 nhiing cai
tién cu thé dé ting hiéu qua hoat dong va dat
chi tiéu doanh thu trong tuong lai.

Dbi v6i hoat dong kinh doanh xuat khau,
PNJ nén dat chi tiéu doanh thu/khach hang.
Két hop v6i cac chi tiéu vé khia canh khach
hang, Phong Xuét khau sé& ting cac nd lyc va
chit lugng phuc vu khach hang, ting kha ning
dat chi tiéu doanh thu.

Doi véi chi tiéu hiéu qud chi phi hoat
dong

Nang hé sb cua chi tiéu nay trong tuong
lai, bén canh d6 giam hé sb cua cac khia canh
thudc cac khia canh khac d3 di vao 6n dinh;

Xay dung va ban hanh ap dung cac khung
chi phi thuong phat sinh trong qua trinh hoat
dong, cu thé 1a phan cap cic clra hang trong
hé théng, qua do, 4n hanh khung dinh muc
von dya trén quy mo; cap clra hang, va ra soat

hiéu qua vong quay vbén hang hoa, co céu
hang hoéa theo ctra hang.

Giai phap cho khia canh khach hang

Ting cudng cac chi tiéu danh gia vé hiéu
suat giit chan khach hang, hiéu qua kinh
doanh cua timg khach hang, dic biét 1a ddi
v6i nhom khach hang xuat khau.

Dbi v6i chi tidu ting mirc do thoa min
ciia khach hang (diém NPS), can c6 phuong
phéap khoa hoc, khong nén tiép tuc st dung
phuong phéap chuyén gia, tranh cam tinh.

Xem xét lai tinh hop 1y cua chi tiéu giao
hang dtng hen (95%), gitp tang hiéu qua cho
khia canh tai chinh, va tang ty 1¢ giao dich
thanh cong.

Giai phap cho khia canh quy trinh ngi b

» Mic du céac chi tiéu, muc tiéu déu dat
két qua danh gia cao, cac tac gia ciing khuyén
nghi PNJ can xem xét, sip xép tht tu wu tién,
muc do trong yéu cua cac quy trinh hoat dong,
tor d6 giam ap luc dén cac don vi trong hoat
dong san xuét kinh doanh ctia minh.

Giai phap cho khia canh dao tao va
phat trién

= Soat xét lai quy trinh va m6 hinh danh
gid hiéu qua cta cac khoa dao tao chuyén mon
dén két qua hoat dong chuyén mén cia cac ca
nhan/don vi duoc dao tao dé phu hop voi thuc
té ctia timg don vi.

= Thuc hién do luong gia tri cong thém
(tir viéc vuot ning sudt lao dong cua cac ca
nhan don vi) so voi mot dong chi phi dao tao.

Cac gidi phap khac

Thay déi tw duy vé phwong phdp giao
chi tiéu

Hién nay, PNJ dang thuc hién trién khai
giao chi tiéu theo phwong phip “hai xudng
mot 1én”, qua trinh nay truée hét mang lai su
chu dong cho cac don vi truc thudc khi hoach
dinh cac nguén lyc. Tuy nhién, qua trinh nay
c6 thé 1am cho Céng ty bi dong trong cong tac
hoach dinh ngin sich va gidm hi¢u qua st
dung vén, chi phi hoat dong.

Cong ty can xay dung cic khung ngan
sach va dinh muc du tri ngudn luc cho cac
ndi dung cong viéc thuong phat sinh trong
qua trinh hoat dong, bén canh do cong tac ra
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soat, danh gid cac giai phap phai duoc thuc
hién that ky ngay tir dau. Giai phap nay s&
giup Cong ty chu dong hon trong viéc xay
dung va phan bd cac ngudn luc dén cac don vi
trong qué trinh thyc hién BSC mdt cach hi¢u
qua nhét.

Ting cwong céng tic truyén thong ndi
bé vé BSC

Céc chuong trinh truyén thong ndi bd can
dugc bd sung nodi dung vé van hoa doanh
nghiép, nhiing gia tri cbt 16i, tim nhin st
ménh cta Cong ty va ndi dung vé BSC dé
nhic nhé nhimg thanh vién trong Cong ty.
Qua d6, s& gan két duoc muc tiéu cua cic ca
nhén, don vi chit ché hon véi muc tiéu chién
lugce ciia Cong ty.

Tdi cdu triic b phdn Qudn tri chién lwgc

Hoat dong quan tri chién luoc cua PNJ
dugc bo phan quan tri chién luge truc thude
phong Quan tri hi€u qua dam nhiém. Tuy
nhién, VO’l luc luong mong (03 nhan su) Va
han ché vé mat kién thirc chuyén mon ca vé
viéc quan tri theo phuong phap BSC va
chuyén moén, nghiép vu cdc phong ban, nén
Cong ty can: (1) Tai cdu triic phong quan tri
hiéu qua - bd phan quan tri chién luoc, trong
d6 quy hoach cong tac cho tung vi tri cong
viéc mot cach cu thé, tranh tinh trang thay d6i
nhan sy danh gia dbi voi mot don vi (hién tai
thyc hién theo phuong phap luan phién), (2)
Tang cuong nhan sy, dac biét 1a nguoi ¢6 kinh
nghiém trong linh vuc quan tri chién lugc, 3)
Tang cuong dao tao chuyén sdu vé BSC cho
nhan vién quan tri chién luge do mot sb ca
nhan con yéu trong cong tic danh gia theo
BSC, va con han ché vé tdm nhin chién lugc.

Mt sé dé xudt khdc

* Pbi v6i Ban Toéng Giam ddc: Qua
trinh tdi cdu trac thudng xay ra cac cudc
khing hoang, diéu nay sé tao sy anh hudng
khong t6t dén van hoa doanh nghiép, cac gia
tri cdt 18i cling nhu két qua cta qué trinh thyc
thi chién luoc. Vi vay, Ban Téng Giam dbc
can chi dao cac don vi lién quan nhanh chong
xdy dung va trién khai bd quy tic ung xir ciia
toan Cong ty, diéu nay s& gitip Cong ty tiép
tuc duy tri dugc van héa doanh nghiép, giai

quyét cac vudng méc trong qua trinh phdi hop
gitra cac don vi, phong ban. Bén canh do, Ban
Téng Giam dbc can duy tri sy quyét tam theo
dudi moé hinh BSC trong qué trinh 4p dung
vao thuc tién.

* Pbi v6i cac trudng phong, ban, chi
nhanh: can truyén théng cac muc tiéu, chi tiéu
cép Cong ty, cép don vi mét cach cu thé, 1o
rang dén cac thanh vién trong don vi; xdy
dung KPIs va trién khai 4p dung cho ting vi
tri; dinh ky danh gia KPIs c4 nhan dé kip thoi
dong vién khen thuong va xir 1y, khic phuc.
Bén canh d6, can hop tac tét v6i phong Quan
tri hiéu qua/bd phan quan tri chién luoc dé
viéc ap dung BSC vao qua trinh hoat dong
thanh cong.

= D4i v6i nhan vién: can chi dong hoc
hoi, tham gia day du cac khoa hudn luyén vé
BSC do Cong ty to chirc, cac budi hoi thao vé
muc tiéu, dinh hudng cua Cong ty. Co thé chu
dong dong gop, kién nghi diéu chinh KPIs,
cac giai phap, sang kién dé hoan thanh chi
tiéu, muc tiéu tot hon. Déng thoi, phai nghiém
tuc thuc hién cac hoat dong theo ding quy
trinh da dugc duygét.

6. Két ludn

Véi viéc nghién ciru cic budc nén tang
cho vi¢c xay dung va 4ap dung BSC tai PNJ,
cac tac gia da c6 nhitng dong 20p chu yéu sau:

D3 phan tich duoc cic yéu to can thiét dé
xay dung va ap dung BSC tai PNJ trong viéc
thyc hién va danh gid qua trinh thyuc thi chién
luoc.

Di xiy dung dugc ban do chién luge cho
PNJ, ban do nay cung cdp mét birc tranh tong
quan vé cau trac hoat dong ciia Cong ty PNJ,
tich hop cac muc ti€u chién lugc theo bdn
khia canh ctia BSC. Qua do thé hién duoc mdi
quan hé nhan qua cua cac khia canh nay va
cac muc tiéu chién lugc ctia Cong ty.

ba x4y dung duogc bang danh muc cac
tiéu chi do luong va trong sd cho timg khia
canh chién lugc cdp Cong ty cling nhu phan
16p dén céc cap bén dudi.

D3 tién hanh danh gia két qua hoat dong
san xuit, kinh doanh cua PNJ giai doan tu
2012 dn 2014 trén nén tang BSC dugc xay
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dung, va danh gia két qua thuc té cua viée ap
dung BSC vao cong tac quan tri chién lugc so
v6i myc tiéu ky vong ban dau khi xay dung va
ap dung mo hinh nay.

D3 dé xuat cac giai phap nhim ning cao
hiéu qua hoat ddng quan tri chién lugc tai PNJ.

Tuy nhién, dé tai van c6 nhimg han ché
ma céc tac gia khic c6 thé nghién cuu:

Pham vi nghién ctru chi goi gon va phu
hop véi bdi canh riéng cua PNJ trong giai
doan cuy thé, do d6, khi ap dung cho cac don
vi khéc, hoac ngay ca v4i PNJ trong giai doan

khac, v6i nhimg diéu kién khac, s& c6 nhimng
sai léch va kho khin nhat dinh.

Chi dua ra cac BSC cua mot s6 don vi
truc thuoc Cong ty PNJ khi phan lop BSC
xubng cip dudi ma chua trinh bay dwoc hét
cac don vi con lai theo co ciu td chuc, cling
nhu chua trinh bay cu thé KPIs cho ting vi tri
ca nhén trong Coéng ty.

Viéc dé xuat diéu chinh ty trong diém d6i
vo1 khia canh tai chinh chua du co sé dir liéu
va phuong phép tinh toan dé xac dinh mét chi
sd cu thé va hop lym

Tai liéu tham khao

Fred R. David (2003). Strategic Management: Concepts and Cases. Prentice Hall.

Kaplan Robert S. & Norton David P. (1992). The Balanced Scorecard - Measures that Drive Performance. Harvard

Business Review, 1, January - February, 71- 79.

Mintzberg H. & Quinn J.B. (1992). The Strategy Process. Prentice-Hall International Editions, Englewood Cliffs

NJ.

Niven Paul R. (2002). Balanced Scorecard Step by Step. John Wiley & Son, Inc.

Porter M.E. (1980). Competitive Strategy: Techniques for analyzing industries and competitors. New York: The

Free Press.

Quinn J. B. (1980). Strategies for Changes: Logical Incrementalism. R.D. Irwin.



