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TOM TAT

Dich vu la mét logi san phdam vé hinh khong thé thdy, ném, nghe hodc ngiri dwoc. Trong
kinh doanh dich vu, khach hang va nhdn vién giao tié}? truc tié'p véi nhau dé tao ra dich vu.
Viéc giao tiép d6 phu thudc vao kj ning cia nhdn vién cung cdp dich vu triec tiép va qud trinh
hé tro phia sau cdc nhan vién nay. Do vdy, doanh nghiép cung cdp dich vu thanh céng la do ho
tdp trung chii ¥ vao ca khdch hang lan nhan vién cia ho. Ho hiéu dwoc chudi loi nhudn dich vu
la méi lién két giita loi nhudn cia doanh nghiép véi sy théa mén cia nhdn vién va khdach hang'
Chiing ta khéng nén danh gid két qua hoat dong kinh doanh chi dwa trén cdc chi sé tai chanh
trong qud khir, ma lang quén nguy co tiém dn mdt khdach hang trong tuwong lai. Thé diém can bang
(Balanced Scorecard = BSC) gidi quyét van dé nay. Nganh dich vu néi chung va du lich néi riéng
tai Viét Nam dd chirng kién canh khdch du lich trén thé gidi dén VN giam bot 11,3% trong sdu thang
dau nam 2015 so véi ciing thoi ky nam 2014 (theo Tong cuc thong ké)'.

Bai viét trinh bay Iy do tai sao khéng nén do lwong két qua kinh doanh dich vu dwa vao hé
thong do lwong cé dién “chi sé tai chanh”, ma phdi dimg BSC, bdi vi hé thong cé dién chi phan
nao do leong s thanh cong trong quda khit, chit khéng dw bdo trién vong thanh céng trong twong
lai théng qua dao tao va phat trién nhdn vién, va cdi tién quy trinh kinh doanh néi bg. Bai viét ciing
trinh bay chi tiét lam thé ndo dp dung BSC trong danh gid chién lwoc kinh doanh, dong thoi ciing
dura ra nhitng that bai khi ap dung Thé diém can bang khéong diing cdch.

Tw khoa: The diem cdan bang; dich vu, trién vong; chi so tai chanh.

INNOVATING THE WAYS TO EVALUATE THE BUSINESS STRATEGY
PERFORMANCE OF THE SERVICE COMPANIES IN VIETNAM

SUMMARY

Service is an intangible product which cannot be seen, tasted, felt, heard, or smelled. In a
service business, the customer and the front-line service employee interact to create the service.
Effective interaction depends on the skills of front-line service employees and on the support
processes backing these employees. Thus, successful service companies focus their attention on
both their customers and their employees. They understand the service profit chain, which links
service firm profits with the employee and customer satisfaction. We should not evaluate the business
performance on the basis of financial indicators of the past, forgetting the implicit dangers of losing
customers in the future. The service businesses in general and the tousism industry in particular in
Vietnam have seen the decrease in the number of international tourists by 11,3% in the first semester
of 2015 compared with the same period of 2014.

* (46, Bo Cong an. NCS. Hoc Vién KHXH, Vién Han lam Khoa hoc xa hgi Viét Nam
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The research presents the reasons why we should not evaluate the business performance

on the basis of classical measure system ‘‘financial indicators” because they partly measure the

performance of the past, not forecasting the successful perspectives in the future by training and

development, and internal business process improvements. The paper also presents how to aply the

Balanced Scorecard in evaluating business strategy. At the same time, it also states the failures of

applying the Balanced Scorecard inappropriately.

Key words: Balanced Scorecard = BSC; service, perspectives; financial indicators.

1. DAN NHAP (INTRODUCTION)

Ké tir khi xuat hién cac to chic kinh
doanh thi tai chinh da tr¢ thanh phuong phap
do luong truyén thong trén thé gidi. Cac sd
sach ké toan thuong dugc str dung dé tao diéu
kién thuén loi cho viéc dbi chiéu sd liéu trong
nhimg giao dich tai chinh qua ca hang thé ky.
Dén thoi ky cong nghiép hoa, do luong hicu
qua san xuat kinh doanh bang don vi do ludong
“loi nhuén sau khi trir thué” (net income after
tax) khong con thich hop dbi véi cac cong
ty co phan khong 16 nhu General Motors,
Honda... nita. Dén dau thé ky 20, nhitng ddi
méi vé don vi do ludng tai chinh cang tro
nén quan trong hon va cac cong ty 16n
trén thé gidi bat dau ap dung kha phé
bién cong thitc EVA (Economic Value
Added = gia tri kinh té gia ting)'i.
Vi vay, khi str dung EVA nhu lang kinh, ching
ta co thé xac dinh dugc rang, cho du doanh
thu ¢ ting 1én, mot doanh nghiép c6 thé pha
huy gia tri 6 dong néu nhu chi phi von cling
cac khoan dau tu méi twong ddi cao.

Tuy nhién, cic tac gia lap ludn ring cac
hé thong ké toan quan tri truyén théng dugc
phat trién trong thoi ky cong nghiép khong con
phu hop trong moi truong nang dong va canh
tranh vao dau thap nién 1990 nita, va thong
tin tir hé théng ké todn quan tri truyén thong
khong hiru ich, khong kip thoi, va khong du
hiéu qua dé hoach dinh quan tri, kiém soat,
va ra quyét dinh. Hé thong kiém soat quan tri
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truyén thong da bo qua cac yéu td cua bién
phap do luong phi tai chinh, chién lugc va
van hanh. Cac hé théng kiém soat quan tri
truyén thong dua trén cac bién phap do luong
loi nhuan ngan han va khong dii d&é phan anh
hi€u qué trong méi truong kinh doanh ngay
nay. D6 1a Iy do hinh thanh Thé Piém Cdn
Bang (Balanced Scorecard = BSC), mot hé
thong do luong khac voi hé théng do luong
truyén thong. Sau d6 ching ta tim hiéu xem
ap dung hé théng méi nhu thé nao. Va cubi
cing ching ta hdy tim hiéu nhiing nguyén
nhan dua dén thét bai tai nhiéu doanh nghiép
& Viét Nam néu tmg dung khong cach.

2. LY DO HINH THANH THE DIEM
CAN BANG

Theo Paul R. Niven (2009)", mdt tac gia
ndi tiéng vé Thé diém can bang, cac han ché
cua viéc ung dung bién phap do luong tai
chinh nhu sau:

* N6 khéng con phu hop véi thyc té kinh
doanh ngay nay. Cac hoat dong tao ra gia tri
cho 6 chirc ngay nay khong con chi gin voi
tai san hiru hinh ctia doanh nghi¢p. Thay va
d6, gia tri nam & y twdng ctia moi ngudi trong
ca cong ty, mbi quan hé v6i khach hang, nha
cung cap, co so dir liéu vé cac thong tin quan
trong va kha ning d6i méi, ciing nhu van dé
chat luong.

* Bién phap do luong tai chinh chi cung
cAp cai nhin vé nhitng su kién, két qua trong
qua khur.
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* C6 xu hudng co lai trong cac “khoang™
chtrc ning cua tirng bd phan riéng r&, lam tén
hai dén loi ich chung cta cong ty.

* Hy sinh tu duy dai han: tap trung cho loi
ich tai chinh hién tai hay ngan han s& hy sinh
loi ich dai han cho su phat trién bén viing cua
doanh nghiép.

* Cac bién phap do luong tai chinh khong
phu hop v6i nhiéu mirc do cua to chirc.

N6i mét cach khac, ban chat dong ctia qud
trinh tgo ra gia tri (value creation) gio day tap
trung vao quan tri tai san vo hinh nhu quan
hé v6i khach hang, d6i méi san pham va dich
vu von mang ban chat phi tai chinh, hon la
quan tri nhing tai san hitu hinh nhu tai san ¢
dinh va tén kho. Hon nita, ap luc tir nhirng ddi
thii canh tranh trong va ngoai nudc, nhu cau
vé san pham chat luong, sy tin cdy tir khach
hang, ky vong cao cta cac bén co lién quan
(stakeholders)", viéc st dung cong nghé san
xuat méi va tién tién 1a dong luc din dén viéc
can phai thiét ké ra mot hé théng do luong
hiéu qua hon. Thyc té tai Viét Nam, nganh
dich vu néi chung va du lich ndi riéng da
ching kién canh khach du lich trén thé giéi
dén VN giam bt 11,3% trong sau thang dau
nam 2015 so véi cung thoi ky ndm 2014 (theo
Téng cuc thong ké Viét Nam)i,

bung vay, Kaplan va Norton (1990) cho
rang do luong vé tai chinh khong du dé dinh
hudng va danh gia toan bo 16 trinh cua to chirc
trong moi truong canh tranh. Ching 1a nhitng
chi s "theo sau" (lagging indicators), khong
thé theo kip nhiéu gia tr1 da va s€ dugc tao
ra. Nhitng bién phap do luong tai chinh chi
cho chung ta biét mot chut, nhung khong phai
toan bo vé nhitng hanh dong trong qua khu.
Chung ciing khong thé cung cip nhiing dinh
huéng thich hop cho nhitng hanh dong co thé
ap dung duoc ngdy nay va mai sau, nham tao
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ra gid tri trong twong lai. Hai ong da gidi
thiéu Iy thuyét Thé diém can bang (Balanced
Scorecard - BSC) vé su do luong hoan thanh
chién luoc v6i bdn trién vong (perspectives):
trién vong tai chinh, trién vong khéach hang,
trién vong quy trinh hoat dong ndi bo, va
trién vong hoc tap va phat trién. Cac tiéu
chuan dugc xay dyng trén nén ting muc tiéu
chién luoc cong ty va chung can thiét cho
kha nang canh tranh cua td chire. Thuc vay,
thé diém can bang c6 nhimng loi diém sau
day. No la:

* Céng cu giao tiép: Thé diém can bang
su dung ban dd chién luge lam cong cu ndi
két chién lugc. Ban dd chién lugc nhu mot
cong cu giao tiép hiéu qua, bao hiéu cho moi
ngudi trong doanh nghiép biét diéu gi xay ra.
Cho nén doanh nghiép c6 nhiing giai phap ddi
phé véi nhiing tinh hudng bt loi trong viéc
thyc thi chién luge.

* Hé thong do lwong: Bién phap do ludong
ctia thé diém can bang dugc xac dinh tir nhimg
muc ti€u trong ban dd chién lugce. Cac ban dd
chién lugc dién dat muc tiéu chién luoc, trong
khi d6 bién phap do ludong két qua trong thé
diém can bang giam sat ca tién trinh, dé to
chue x4c dinh xem c6 dang dat cac muc ti€u
va tién t6i viéc thuc hién thanh cong muc tiéu
chién luoc hay khong.

o H¢ thong quan tri chién lirge: Trong khi
muc dich ban dau cta thé diém can bang 1a
can bang cac so liéu tai chinh trude do véi
nhimg yéu té dinh huéng gia tri twong lai
clia cong ty, thi ngay cang nhiéu to chic thir
nghiém khai niém nay va nhan thay no la
cong cu quan trong trong viéc diéu chinh cac
hoat dong ngén han bﬁng chién lugc, va chinh
viéc st dung theo cach do ma thé diém can
bang da han ché dugc nhiéu van dé phat sinh
vé thuc hién chién lugc mot cach hidu qua.
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e Lam ré va cu thé héa vién canh (vision)
va chién lwpc: Qua trinh chdm diém giup cho
cac nha quan tri dat duoc sy déng thuan xung
quanh muyc tiéu chién lugc coéng ty va dién
dat n6 qua céac thuat ngir dé hiéu c6 thé dinh
huéng cac hoat dong tai tat ca cac cap trong
t6 chifc.

* Truyén dat va lién két: phiéu cham
diém s& giup cac nha quan tri truyén dat muc
tiéu chién luge cho toan to chirc va lién két
nd voi cac muc tiéu cua by phan phong ban
va ca nhan.

* Ldp ké hoach va dat muc tiéu: qué trinh
giup cac doanh nghiép hoa nhap céc hoat
dong vadi cac ké hoach tai chinh. Vi thé, doanh
nghiép c6 thé dam nhan va phdi hop khéng
chi nhitng hanh d6ng ngin han ma con huéng
cac hoat dong vé nhitng chién lugc dai han.

* Hoc tdp va phan hoi chién hege: phiéu
cho diém gitip cho cic cong ty kha ning
nghién clru chién lugce, thu thap thong tin
phan héi, danh gia mac do thuc hién muc tiéu
chién lugc, chon lya va thuc hién cac thay ddi
can thiét. Theo cach dé, phiéu cho diém cho
phép cong ty c6 thé higu chinh cac muc tiéu
chién lugc theo thoi gian hoat dong.

3. UNG DUNG THE PIEM CAN
BANG NHU THE NAO?

Trude hét, ching ta hiéu ring Thé diém
can bang 1a mot hé thong do luong céc hoat
dong cua mot doanh nghi€p mdt cach toan
dién. Hé théng do luong cii chi tip trung vao
cac bi¢én phap do luong tai chanh. Trong khi
d6, Thé Piém Céan Bang do ludong cac hoat
dong cua mot doanh nghiép dua trén bon trién
vong trong hoat dong ctia doanh nghiép: Trién
vong tai chinh (financial perspective), trién
vong khach hang (customer perspective), trién
vong qui trinh kinh doanh ndi by (internal
business process perspective), va trién vong
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vé hoc hoi va phat trién (learning and growth
perspective). Chiing ta hay nghién ciru chi tiét
timg trién vong sau day.

Trién vong vé tai chinh: Dé thanh cong vé
mit tai chinh, cong ty s& phai thé hién nhu thé
nao trudc cd dong?

Trién vong vé khdch hang: Dé dat duoc
vién canh cia cong ty, cong ty phai thé hién
nhu thé nao trudc khach hang?

Trién vong vé qui trinh kinh doanh ngi bo:
Dé cung cip nhitng dich vu dap tng ky vong
ctia khach hang va c6 dong, cong ty phai xuat
sdc & nhitng qui trinh kinh doanh nao?

Trién vong vé hoc héi va phat trién: Dé
dat dugc vién canh ciia minh, cong ty can duy
tri kha nang thay ddi va cai tién nhu thé nao?

Bén nhan t6 nay duoc thé hién tit ca trong
thé diém can bang. Mot khi doanh nghiép da xay
dung thé diém cén bang, thé diém can bang co
thé dugc st dung 1a mot h¢ théng quan tri chién
luoc dai han. Hé thong nay gdm bén budc:

Thir nhdt, nha quan tri cAp cao chuyén
dich chién luge cua don vi kinh doanh thanh
nhitng muc tiéu chién lugc cu thé.

- Muc tiéu tai chinh

- Muc ti€u khéach hang

- Muc ti€u qui trinh kinh doanh néi bo

- Muyc tiéu hoc hoi va phit trién

Thit hai, nhitng myc tiéu chién lugc cy thé
do s€ duoc truyén dat khép don vi kinh doanh,
vi thé moi nguoi déu cing hudng dén nhimg
muc dich va muc tiéu chung.

Thir ba, nha quan tri phai xac dinh can
thay doi gi dé dat duoc nhitng muc tiéu trén.
Nhimg ké hoach phai duogc xay dung trén
co s& td chuc s& phai thay doi nhu thé nao;
nhing tai nguyén (resources) can dugc hoach
dinh va phan bd ra sao; va co ché té chirc lam
thé nao dé dat dén nhitng muc tiéu gitp cho
doanh nghiép thanh cong.
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Thir tir, phuong phap thé diém can bang
khuyén khich nhitng phan héi - cip quan tri
¢6 thé nhan duoc thong tin cu thé vé tién trinh
dan dén muc tiéu cua doanh nghiép. Nhimng
phan hdi nay c6 thé dua dén nhiing tai sip xép
trong muc tiéu & nhiing giai doan trung gian
cho dén khi chién lugc cia cong ty cudi cling
duoc dua ra va thuc hién.

Trién vong vé tdi chinh 13 co sé dé cac cd

déng danh gid mac do thanh cong trong dau
tu ctia ho, bao gdm nhiing bién phap do ludong
lién quan dén loi nhuén nhu ty suét lgi nhuan
trén von dai han (return on capital), ty sudt loi
nhun rong trén cd phan (return on equity),
ty suat loi nhudn trén doanh thu (return on
sales), v.v.\ii

Dbi voi hau hét td chirc kinh doanh, nhitng
muc tiéu tai chinh dé xac dinh nhét bao gém:
tang doanh thu, cai tién ning suat, giam chi
phi, tang kha nang st dung tai san, va giam
thiéu ri ro.

Trién vong vé khdch hang 1 ¢t 13i trong

chién lugc ciia doanh nghiép. N6 mo ta mot
hén hop dic thi gdm san pham, gia ca, dich
vy, mbi quan hé va hinh anh ma cong ty mang
lai.* Trién vong vé khach hang cho thdy su
khac biét giita to chuc va cac ddi tha canh
tranh dé thu hit, giit chan va that chat hon mbi
quan hé véi khach hang muc tiéu. Trién vong
vé khach hang ni két cac qui trinh ndi bo véi
nhting hé qua véi khach hang.* (Kaplan and
Norton, 2001a). Chu ky dua trén khach hang
bao gém dau tu vao dao tao nhan vién dan dén
gia ting chat luong dich vy, dé tir 46 lam ting
dod hai long cta khach hang, lam tang muc do
trung thanh cua khach hang, va qua dé lam
tang doanh thu va lgi nhuan (Smith va Wright,
2004). Bé do ludong hoat dong cua cong ty tir
phuong dién khach hang, nhirng bién phap do
ludng (measures) sau c6 thé duoc sir dung:
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* Thi phan

* Muc do gilt chan khach hang

* S6 luong khach hang méi danh duoc

* Murc d6 hai long ctia khach hang c6 duoc

* Kha niang mang lai lgi nhudn cua
khéach hang.

Cong ty nén dat ra nhitng myc tiéu cu thé
cho timg bién phéap do ludng trén, ddng thoi
phat trién nhitng muc tiéu vé marketing, hoat
dong hau can, san pham va dich vu dé hd tro
va nang cao nhitng muc tiéu trén.

Tuy nhién nhiing bién phap do ludng trén
lai mang tinh h6i do — nghia la chiing chi thé
hién nhiing gi dat dugc trong qua khtr hon 1a
thé hién nhitng du dinh trong twong lai. Dé
xtr Iy van dé nay, nha quan tri can tip trung
vao viéc tao nén gia tri cho khach hang. C6 ba
nhom yéu té c6 kha ning tao nén gia tri:

* Nhom mot bao g@)m dac tinh cua san
pham va dich vu: Chirc nang ctia san pham va
dich vy, gia ca va chét luong cua san phém va
dich vu do.

e Nhém hai bao gébm mdi quan hé véi
khach hang: Viéc giao san pham hay dich vu;
thoi gian dap tmg nhu cau cua khach hang; va
cam nhan cua khach hang vé giao dich hién
tai voi cong ty.

 Nhém ba 13 hinh anh va danh tiéng cong
ty: Nhitng nhan t6 v6 hinh thu hat khach hang
dén véi cong ty.

Lac d6 nha quan tri tap trung vao viéc
phat trién va mang lai cho khach hang muc
tiéu (target market/customers) nhiing gia tri
tdi uu qua viéc lya chon nhitng muc tiéu va
bién phap do ludng cu thé cho ting nhém
thudc tinh trén.

Trién vong vé qui trinh ndi bé dua trén

¥ niém rang dé thoa man khach hang va dat
dugc loi nhuédn, doanh nghiép phai tao nén
hiéu sudt va hiéu quad cao trong moi hoat
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dong. Moi doanh nghiép déu c6 mot chudi gia
tri dugc tao nén va chuyén dén khach hang.
Thé diém cén bang gitip nha quan tri lam cho
ting giai doan khac nhau trong chudi gi tri
an khép voi nhitng chién luge cu thé nhim
dap ung truc tiép ky vong cia cd dong va
khach hang.

Dbi voi hau hét doanh nghiép, cac qui
trinh kinh doanh néi bd tao nén chudi gia tri
bao gém: Qui trinh (QT) d6i méi, QT hoat
dong va QT dich vu hau mai. Qui trinh déi
méi déng vai trd quan trong ddi véi thanh
cong trong tuong lai cua doanh nghiép. Qui
trinh nay tap trung vao nhiing lgi ich ma
nguoi ti€u dung danh gia cao trong tuong lai,
va céach thac doc ddo dé dua nhirng loi ich
dén vai khach hang. Qui trinh hoat dong tap
trung vao van dé giao dén khach hang nhiing
san phérn va dich vu mot cach hiéu qua, on
dinh va dung thoi han. Qui trinh dich vu hdu
mdi bao gé)m qui trinh thanh toan, cac hoat
dong bao hanh hodc bao tri nhim dam bao
cho khach hang hai long v&i quyét dinh mua
san pham cua cong ty.

Trién vong vé hoc héi va phdt trién nhin

manh dén co cdu ha ting can phai phat trién
dé dat duoc nhimng két qua ti vu & ba phuong
dién trén. Pac biét 1a kha nang dap ung nhiing
muc tiéu day tham vong vé tai chinh, khach
hang va qui trinh hoat dong nodi bo s€ ti 1¢
thudn voi nang luc hoc hoi nhiing k¥ nang
m&i va phat trién doanh nghiép.

Ba nhom chinh can dat duoc trong phuong
dién nay la:

Nhdn vién: Nang luc cua nhan vién c6 mét
tam quan trong dac biét vi nhiéu cong vige
thuong qui ra gio da dugc tuy dong hoa. Ky
nang ctia nhan vién can phai gan chit voi muc
tiéu cua doanh nghiép. Nhiing bién phap do
ludng chung nhét vé nhan vién 1a mirc d¢ hai
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long cua nhan vién, kha nang gitt chan nhan
vién va nang suat lam viéc. Hoat dong tai dao
tao lai k¥ nang cho luc lugng lao dong thuong
14 vén d& uu tién.

Nhitng hé thong: Hé thong thong tin cung
cap nhirng théng tin nhanh chong, kip thoi
va chinh xéc, dugc st dung khi tuong tac
v6i khach hang. Do chinh 1a doi hoi dbi véi
nhiing cong ty khat vong vuon cao.

Sir két noi trong t6 chirc: Nhan vién c6 k¥
ning cao, du sir dung hé thong thong tin hién
dai, cling khong hi¢u qua néu nhu ho khong
duoc tu do dua ra quyét dinh va hanh dong.
Do d6, hé thdng can cho phép nhan vién dua
ra nhitng sang kién 1am hai 1ong khach hang.

Phuong dién hoc héi va phat trién doi hoi
su dau tu thoa dang vao con ngudi, vao nhiing
hé thong va nhiing qui trinh nang cao niang
luc cua td chirc. Nang lyc nay co tim quan
trong dic biét vi tiém ning phat trién trong
tuong lai s& phu thudc truc tiép vao ning luc
ctia to chirc ¢ linh vuc nay.

Anthony va Govindarajan® mo ta thé diém
can bang l1a mot hé thong do ludong hiéu qua
hoat dong gitp “nudi dudng su can bang giira
cac bién phap do ludong chién luoc khac nhau
trong nd luc dat dugc su hai hoa vé muc tiéu,
qua d6 khuyén khich nhan vién hanh dong vi
loi ich cao nhét cua to churc”.

Sau khi dé ra cac muc tiéu cu thé cho
ting vién canh, cong ty can dé ra cac chi
tiéu (targets) va cac sang kién hanh dong
(initiatives) dé dat duoc chi tiéu d6. Cac chi
tiéu nén duoc cu thé hoa thanh céac chi s KPI
(Key Performance Indicators = Chi s6 do
lwong sw hoan thanh cong viée cot yéu). Hinh
sau day s& minh hoa cu thé qué trinh hinh thanh
bdn trién vong.

Ké tir khi 4p dung vao giira thip nién
1990, phuong phap Thé diém Cén bing da
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dugc hon mot ntra doanh nghi€p trong sach
Fortune 500 Gng dung. Thé diém di duoc
chap nhan rong rii trén thé giéi va c6 hiéu
qua téi mic mdéi day no duoc tap chi Harvard
Business Review goi 1a mot trong 75 y tudng

c6 anh hudng nhét cia thé ky 20. Con tai Viét

Nam, thé diém can bang ciing nhanh chdng
duoc mot sé doanh nghiép c6 quy mé 16n ap

dung tir gitra thap nién 2000.

Chi tiou

uc

K& hoadh hianh ding

TAICHANH »
g
Dé thinh céngvé . "
rjttii chinh, cdng E £ §
tysiphiithihitn 5 | § | & |8
nhirthé nio trode
b déng?
KHACH HANG QUY TRINH
£ HOAT DONG
Dédat duce vien g KD NOI BO
cinh ciia cong ty, E El Dé thoimin c
cong ty pha thé = £ = déngvikhich
_.g. 1 = Egg hine cone by phii
hién nhwr the nao - g, congty phii
trrée khach hing? xuit sic o nhimg
= quiminh kinh
doanh ndibanio?
HOC TAP VA l
PHAT TRIEN g
Dédat dwoc vien | E
S EHE
canh cia mm.'h E _% ; s
chng ty cin duy 2 (S |2
tri khi ning thay
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. Hinh: Quy trinh thé diém cdn bang
Nguon: Adapted from Kaplan and Norton (1996), The Balanced Scorcard, Havard Business School
Press, Original from HBR Jan/Feb 1996, p.76.

Vi han ché vé s trang ctia bai béo, ching
t6i minh hoa cu thé hon nita b?lng thi du sau day
trich mot phan tir thé diém can bang (Balanced

Scorecard) cia Cong Ty Electric Utility Inc. Hoa
Ky trong bang 1.x

Bién phip Chi tiéu Sang kién/
Muc tiéu do 'lu(‘mg (Targets) bién phap
(Objectives) (Measures) TKxi | TK TK hanh dong
U Ce .
2011 | 2012 | 2013 (Initiatives)
<
=
= < | Téi dahoa doanhsé | Tisd ROCE 14% | 14.5% | 15%
4 lé Téng truong kha nang
<8 o |sinh 10i Tang doanhsd | 6% | 8% | 12%
E &
S Chuong trinh
RSN Dr A ‘nh ’ Tnl;\khr hh‘
5 g | Ding dau nganh 6 Tilekhachhang | 000 | o5 | 9004 | Khach hang
> T | khach hang trung thanh. | thoa man .
= trung thanh
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Tang trudong KD Ti 1é tir san Phat trién
Loi d.urlllg co h(f)ifécq Eﬁém’/dich Vl,l‘ ) 50, 70 10% ha titig vién
« | quy dinh dugc bai bo i cac quy din thong
/A dugc bai bo
E «Z} Tiép tuc hd tro C.Trinh
= 9| cong dong
g 8 Quan tri méi quan hé | Khach hang hoi 40 45 45 Duy tri va
= S| chu dong vién thoa méan ' ' ' phong ngira
= (thang do 5 d)
£ Ti 16 ndm d Ch h
= NPT i l¢ nam dugc uong trin
g = | Baodamk ,
o1 v kynang chién | 65% | 75% | 85% |xi ly thong
* & | huong vé thi truong .
E - luoc tin
>

Bang 1: Thi dy thé diém cdn bang ciia Cong ty Electric Utility (Hoa Ky)

NGUYEN NHAN DAN DPEN THAT
BAI TAI VIET NAM

Tl nam 2005, khai niém BSC da bat dau
duoc mot sd doanh nghi¢p tai Viét Nam chu
¥ va tim cach tiép can. Tuy nhién, phai dén
nam 2010, BSC méi thuc sy dugc nhiéu
doanh nghi¢p ap dung voi tu cach 1a mot
cong cu quan tri. Pi dau 1a cac doanh nghiép
trong hé thong ngan hang, tiép dén 1a cac
doanh nghi€p 16n nhu FPT, Pht Thai, Viettel,
Xi Mang Ha Tién 1, VNPT, cong ty Rang
Pong...Tuy nhién nhiéu doanh nghiép that
bai. Nguyén nhan chu yéu 13 trinh d6 quan tri
yéu, thiéu chién lugc. Nguyén nhan thir hai
1a thiéu thong nhét trong toan cong ty. Va sau
cung 1 thiéu quyét tim ctia lanh dao cong ty.

Chung ta da biét BSC va KPI bén canh vai
tro 1a mot cong cu quan tri hi¢u suét, hé théng
nay thuc chit 12 mot cong cu quan tri chién
lugc, quan tri muc tiéu mot cach xuyén sudt tir
cap cao nhat dén nhitng vi tri thip nhét trong
mot t6 chirc. Pé tmg dung thanh cong BSC &
KPIL, mdi doanh nghiép tat yéu phai c6 méot
chién lwoc kinh doanh cu thé lau dai. Nhung
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c6 1& van dé nay lai 1a mot khau yéu nhat tai
nhiéu doanh nghi€p Viét Nam hi¢én nay. Pao
Hai Anh, Phé TGD cong ty Vietez cho biét:
“Nhiéu tong giam dbc khi dugc phong van
vé nhirng muc ti€u dai han, nhitng chién luoc
kinh doanh cua doanh nghiép minh thuong
tra 10i mot cach chung chung, mo hd, d6 1a
nguyén nhan dan dén nhitng ban ké hoach
kinh doanh trung han, dugc thuc hién mdt
cach hinh thire, thiéu sy nghién ciru nghiém
tic va khong c6 gia tri thuc tién.”™" Qua that
nhu thé, Thac si Nguyén Pinh Kim, giang
vién day mon “Qudan tri chién lugc” trong
15 nam qua, cho biét: “phan 16n cac doanh
nghiép c6 quy md trung binh va mot s6 doanh
nghiép 16n tai TP.HCM khong biét dé ra chién
lugce thi 1am sao biét 4p dung BSC”.»

Ngoai ra, Phé TGD cong ty Vietez cho
biét thém: “Hay hinh dung hinh anh cua mot
dan chim bay vé phuong Nam tranh rét, chiing
ludn téi duge dich boi chung c6 mot con dau
dan du stc dua duong dan 16i, nhung quan
trong hon 1a bdi mdi ca nhan trong d6 déu
dugc truyén tai dich dén cudi cing cua minh.
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BSC & KPI chinh 1a mgt cong cu c6 hi¢u qua
dac biét trong viéc gén két cac muc tiéu trong
cing mot t6 chitrc. Tuy nhién, qua thyc té cho
thy rat nhiéu doanh nghiép & Viét Nam dang
trién khai ung dung hé thong nay mot cach
“nira voi”. Thong qua hé thong KPI, cic muyc
tiéu cua cong ty chi dugc truyén dat t6i doi
ngil quan 1y cip trung con ddi voi doi ngil
nhan vién thira hanh lai tiép tuc dugc st dung
nhiing hé thong chi tiéu chung, thiéu tinh dic
thu cho tirng vi tri cong viéc va tham chi cling
khong lién quan gi dén muc tiéu chung cia
t6 chirc. Quay lai v6i hinh anh dan chim di
cu, khi nhiing con dau dan bay dung huéng
nhung phia sau ching 12 mot doi ngii rdi loan
khong c6 dich dén, chic chin dan chim nay
khong thé bay téi dich.”™ Phong véan tong
giam ddc cong ty THP, mot cong ty rat 1on
tai Binh Duong san phdm phéan phdi trong
ca nudc Viét Nam véi hang chuc ngan nhan
vién, 6ng ta cho biét cong ty thué chuyén vién
tu van BSC tir nim 2006, nhung dén nay van
chua ap dung duwoc BSC thanh cong vi rdt khé
phoi hop KPI trong toan cong ty hudng toi
muyc tiéu chung *i

DPung nhu thé, 6ng B4 Thanh Nam, giam
dbc cong ty tu van Win Win cho biét mic du
BSC d3 dugc mot sd cong ty Viét Nam ap
dung tir nam 2003 nhung dén nay van con 1a
mot phuong phap hoach dinh chién luoc méi
mé, va sy quan tim ctia doanh nghiép hau hét
van chi dirng ¢ murc d6 tim hiéu ban dau.

Theo phan tich cua 6ng Nam, BSC la
cong cu quan 1y chién lugce, do d6 khi trién
khai s& tac dong dén “thuong tang” doanh
nghiép. Trong khi do, tai Viét Nam, tu duy
quén trj ctia phan 16n doanh nghiép Viét Nam
1a tap trung quyén luc vao mdt bd phén trong
cong ty, cho nén viéc thay dbi s& gip nhiéu
kho khan.
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Trén thuc té, viéc trién khai BSC tai mot
tap doan 16n nhu FPT ciing gip nhiéu chong
gai, trong d6 phan 16n thudc vé nhan thirc. Ong
Bui Quang Ngoc cho biét, vao thdi diém trién
khai, d c6 rat nhiéu cdu hoi nhu tai sao phai
ap dung BSC, 4p dung dé lam gi... duoc Hoi
ddng quan tri, c dong, nhan vién trong cong ty
dat ra. Phai mat hai thang, FPT mdi co thé hoan
thanh xong ban do chién lugc dau tién.

Bén canh do, vi¢c doanh nghiép khong
nhan thac ding dugc nang lyc that su dé
lga chon mo hinh BSC hi€u qua ciing 1a mot
nguyén nhan khién cho cong cu nay sém bi
dat ganh gitta duong. Chuyén cua Cong ty
TNHH Thuong mai va Ky thuat A.”T.P (tén
cong ty xin dugc viét tat — PV) la mdt vi du
dién hinh. A.T.P 1a mot doanh nghiép c6 toc
do phat trién va mé rong thi trudong twong ddi
nhanh (150%/nim). Trong bbi canh kho khan,
daunim 2013, A.T.P da cho trién khai ap dung
BSC vio hé thong quan 1y v6i ky vong c6 thé
nhanh chong kiém soat dugc chién luoc da
dé ra.

Maidc du chi la mot cong ty nhd, kinh
doanh trong nhiéu linh vuc san pham khéc
nhau nhung A.T.P d4 x4y dung 3 ban d6 chién
lugc véi hang ngan chi tiéu khac nhau, chia
nho theo timg san pham. Didu d6 dan dén
tinh trang nhan vién trong cong ty roi vao thé
“rdi bong bong”, khong biét nén tap trung vao
cic muc tiéu nao dé co thé dat hiéu qua tbt
nhét. Dén thoi diém hién tai, khi dugc hoi vé
hiéu qua cta BSC mang lai, vi giam ddc tré
tudi ciia cong ty A.T.P chi biét cuoi trir ndi
BSC van dang ¢ vach xuit phat. Dudi ap
luc vé doanh thu, anh dang tinh dén chuyén
phai bo BSC, quay vé vdi cach quan trj MBO
(Management By Objectives), theo d6 muc
tiéu s& duoc giao tir trén xudng va nhan vién
chi can lam theo nhiing gi ban lanh dao yéu
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cau. Duya trén tinh hinh thuc té trién khai BSC
tai cac doanh nghiép, 6ng D6 Thanh Nam rat
ra két luan: néu khong cé sy quyét tim cia
ban 1anh dao thi doanh nghiép s& kho c6 thé
thuc hién duoc BSC. Tuy nhién, trién khai
thanh cong hay khong lai phu thudc vao nang
lyc cua tirng doanh nghiép.

KET LUAN

Nhimng dic diém cia hé thong ké toan
quan tri nhu tinh bao thu, 1y tién lam don vi
do luong da khong thé do diing mirc nhing
hoat dong chinh cta doanh nghiép.** Kaplan
va Norton d& nghi Thé diém can bang dé
bd sung hé théng do ludng tai chinh truyén
thdng bang cac bién phap phi tai chinh nhu
trién vong quan hé khach hang, trién vong qui
trinh kinh doanh ndi bo, trién vong hoc hoi
va phat trién cta t6 chirc dé xac dinh xem to
chure ky vong nhan dugc gi va mang lai gi cho

TAI LIEU THAM KHAO

cac nhom co lién quan (stakeholder groups)
ddi lai duge su dong gbp cua ho vao muc tiéu
ctia t chire. Thé diém can bang xay dung trén
hai nén tang. Thr nhét 1a mang lai nhiing gia
tri wu viét cho khach hang, nhan vién va ¢
d6ng. Thir hai 14 thu hit vén tir c6 dong, thu
hut nhan tai, khach hang. Day 1a wu thé canh
tranh bén viing va loi nhudn cao cho cac nha
dau tu.> Hy vong no giup cac doanh nghiép
Viét Nam phét trién bén viing.

Nhung ap dung cong cu BSC tai Viét
Nam khong phai chuyén d&. Trong thuc té,
¢6 nhiéu nguyén nhan lam cho cic doanh
nghiép tai Viét Nam chua ap dung BSC thanh
cong duoc. Nguyén nhan chi yéu 1a trinh do
quan tri yéu, thiéu chién lugc. Nguyén nhan
th hai 1a thiéu thong nhat trong toan cong
ty. Va sau cung 1a thiéu quyét tim cta lanh
dao cong ty.
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