LAP KE HOACH NGAN SACH
VA QUAN LY TAI CHINH
Bai giang 08: Bang diém can bang
va OKRs

HOC KY HE
GIANG VIEN: TRAN THI QUE GIANG
TRO GIANG: BUI THI KIM LOAN

I ' ]bri ht TRUGNG HUE POAN
u g Tham khdo chuwong trinh moén hoc

STM- 411 HKS va PUBPOL 522 Evans school

LAP KE HOACH NGAN SACH © TRAN THI QUE GIANG, FSPPM



No61 dung bal giang

«»C4c budc xay dung Bang diém can bang (Balance Scorecard)

<% C4c budc xay dung Ban do chién lugc
»Muc tiéu Ban d6 chién luoc
«Luya chon thudc do: SMART cu thé, do luong dugc, ¢ thé hanh
dong, thuc té va dé cap dén thoi gian (specific, measurable,
actionable, realistic, time related)

<+ Ung dung BSC cho doanh nghiép phi loi nhuan
<+ Tinh than doanh nhan xa hoi
“*Hoat dong thién nguyén mao hiém
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Xay dung Bang diém can bang

< Budc 1: Xac dinh chién luoc kinh doanh,
<»Budc 2: V& ban do chién luoc:
“*Tai chinh
» Khéach hang
¢ Quy trinh kinh doanh ndi bd
“* Hoc hoi1 va tang trudng.
< Budc 3: Xac dinh cac thude do cho ban do, lwa chon va tai tro
cac sang kién chinh
“* Buoc 4: Giao trach nhiém giai trinh cho tirng nha quan 1y.
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Bang diém can bang: 4 trién vong

Tai \
chinh

Khéach hang
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Hoc tap va phat
trién

Quy trinh

no1 bd
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Bang diém can bang: 4 trién vong

Khach hang nhin
chiing ta nhu thé

nao?

Vién canh
khach hang

Muc tiéu | Thudc do
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Vién canh
tai chinh

Cac cd dong thay
ching ta thé nao?

Muc tiéu | Thwde do

Chung ta phai vuot

troi 0 diém nao?

|

Tam nhin va
4+— Y
chién lwoc

—

Viéen canh hoc hoi va

tang treong

Muc tieu | Thuwde do

Vién canh kinh
doanh noéi bo

Muc tiéu | Thudce do

Lam thé nao chung ta
co thé tiép tuc cai
thien va tao ra gia tri?

Ngudn: Robert Simons (2018): Module 9,
xay dung thé diém can bang, HBS 9-117-
109, phat trién tir Robert S. Kaplan va
David P. Norton, “The Balanced
Scorecard - Measures that Drive
Performance,” Harvard Business Review
70 (Thang 1/Thang 2 1992), tr. 72.
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Budce 1: Chién lwoc kinh doanh

7 cAu héi chién lwoc (Seven Strategy questions,

Robert Simons, 2010)

« Al la khach hang chinh cua ban? (Customer)

o Lam thé nao Gia tri cot 18i ctia ban Xac dinh wu tién gitta co dong,
nhan vién va khach hang? (Core values)

o C4c bién hiéu suat quan trong ma ban dang theo d6i? (Critical
performances variables)

e Bién gidi chién lugc ma ban x4c dinh 1a gi? (Constraints)

e Lam thé nao ban tao sic ép kich thich sang tao? (Creative tension)

« Nhan vién caa ban cam két gilip d& nguoi khac nhu thé nao?
(Commitment)

« Nhitng diém ton tai ndo trong chién luge khién ban mat ngu?
(Contingencies)
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Budc 2:

Ban do chién luoc

% Vién canh kinh doanh noi bo

“*Quy trin
“*Quy trin
“*Quy trin
“*Quy trin

N quan ly hoat dong
n quan ly khach hang
N d6i méi

N Xa hoi va quy dinh

«» Vién canh hoc hoi va ting truéng
<»Von nhan luc
»Von théng tin
»Von t0 chuc
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Lién két nguy@n nhan — két qua

Tai chinh Tdang doanh thu
|
Khach hang Gia tang long trung thanh cua khach hang
|
Giao hang dung thoi han
| |
Qua trinh kinh doanh Tang chat lugng quy trinh  Giam thoi gian chu ky cuaa quy

trinh I
noi bo

Nguodn: Robert Simons (2018): Module 9, xay dung thé diém can bang, HBS 9-117-109
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Mau ban do
chién luoc

Gia tr1 bén lién

Chién hroc ning suidt

Chién lugc ting trudmg

Vien canh Céu triic chi phi
tai1 chinh durere cai thién
T
Pé xuit gizi tr1 khach hang
Vién canh
khéch hang Ch&t Im;mg Tinh c-:f- sin Ch(n. nﬂng Hn;rp tde
A Thuge tinh sin phim/dich WT M&; quan hé A Hinhanh
Oy trinh quan ¥ Quy trinh quan Iy Qury trinh Abi méi Quy trinh x4 h{i va quy
Vién canh quy hoat déng khach hang dinh
trinh + Cungcap * Mualai « Xic djnh co hi + Méi truémg
* Sin xuat + Gl lai + Danh myc R&D = An todn va sirc khoe
* Phin phdi » Téng trréng +  Thiét ké&/Phat trién * Vige lam
+ Quan Iy nii ro + Dich vu hiu méi - Ra mit « Cong dong
% s * :
\ ]I ] I ]I
Ngu_on: Robert S. Kaplan and Vién canh hoc Vén C on ngudi
David P. Norton, Strategy Maps: hoi va ting = =
Converting Intangible Assets tredmg ‘mﬂ ThD"E tin
into Tangible Outcomes, Boston: V{m Té chire
Harvard Business School Press,
2004. Thl:nng nhat
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Xay dung Bang diém can bang (tiép)

< Budc 3: Xac dinh cac thude do, phan bo ngudn luc
“*Nhan to6 thac day hiéu qua
***Lua chon thudc do ‘
“*Muc tiéu tai chinh: tang truong doanh thu, lgi nhuan, loi tic dau tu
(ROI), tién mat tai quy ‘

“*Muc tiéu khach hang: Thi phan, Hiéu qua quang céo, su hai long
cua khach hang, so luong lién hé¢ ban hang o X
“*Muc tiéu quy trinh kinh doanh ndi bo: Ty 1¢ loi suat, s6 luong 161,

tho1 gian chu'ky, thoi glan ramat
**Muc tiéu hoc hai va ting trudng: Di€ém tham gia cua nhan vién, gio
dao tao, doanh s6 trén moi nhan vién, dé chinh xac cua h¢ thong
thong tin
“*Phan b6 nguon luc

% Budc 4: Phan cong trach nhiém cho nha quan ly ca nhan
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Ban do6 chién luoc

cho Boston retail

|:3hién lwgce tang

rong

Gia tri ¢o déng
trong dai han

Chién lugc nang
suat

,/'

N\

Nang cao hi¢u

Vién canh Mo rong co hoi i o Tang vong quay
\co1r doanh thu . hang ton kho
tai chinh cung Gng s
T T T
| Thudc tinh san pham | ] Mobi quan hé | | Hinh anh

Vién canh La nguoi déu tién Cai thién trai Tham nhap Tang doanh s6 cira Tane nhan thite
khach hang dua ra thi truong nghiém mua thi truong hang twong tur tai vé tl%uoﬁ hicu

thoi trang mdi sﬁm* N? York thi trirdng Boston g* j

Quy trinh quan Iy van hanh Quy trinh quan Iy khach hang Quy trinh doi méi

Vién canh quy ]
trinh - Nang cao hiéu qua kho hang Cai thién kha nang phan tich Xéc dinh xu hudéng thoi trang méi

- DPam bao cac mat hang chinh
Iudn co trong kho

va hiéu thi treong mao1

*

thong qua cac nha cung cap va
nhan vién ctra hang

Ngudn: Robert Simons
(2018): Module 9, xay
dung thé diém can béng,
HBS 9-117-109

SX o Vén con nguoi
Vién canh [ gu

Xay dung chwong trinh dao tao cho tit ca nhan vién ctra hang

hoc ho1 va [ Vén théng tin

Cai dat hé thong cong nghé quan 1y hang ton kho cép nhat

tang truong

Von tb chite

] Tao ké hoach hai nhap cho nhan vién New York
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Bang diém can bang

s+ Cac muc tiéu (Objectives):
»>Tuyén bo vé nhiing gi to chirc dang c6 gang dat duogc (khong
phai nhirng gi to chirc dang lam)

“*Tiéu chi do luong (Measures):
»Dinh luong licu cac muc tiéu co dat duoc hay khong

“»Chi tiéu (Targets):
>Mic d6 két qua cé gang dat dwoc

%+ C4c sang kién hanh dong (Initiatives):
> ké hoach hanh dong dé dat chi tiéu (targets) — phuong tién
dat ket qua, khong phai cac muc tiéu (Objectives)



BSC: Chii dé chién lwgc: Phat trién sian pham ndi bo

IS
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Bén do Tiéu chi muc tiéu | Thang do Chi tieu | Sang kién
chién lwoc
Tai chinh Téang truong Téang doanh thu tir san *Tang trueong doanh thu hang | +25%
Doanh thu pham méi nam
*% Doanh thu tir san pham 30%
maoi
Khéach hang San pham sdng | Lam hai long nhu cau | *Duy tri khéach hang 80% Chuong trinh quan
tao doi méi khf%lch hﬂéngAVé nang luc | «Ty phan thi trudng/tai khoan ly moi quan hé
phgt trién cOng ngh€ cao | khach hang 40%
nhat
Noi bo Phat trién san Tang cudng san pham Chtrc nang san pham #1in Phat trién chu ky
pham ndi bo méi industry Tai kién thiét (re-
dang cap the Thoi gian dua ra thi 9 thang engineering)
g101 truong
Hoc héi va ting Luc lugng lao bat duoc, duy tri va *Chuyén mon hoa nang luc 100% «Chuong trinh tuyén
troeéng dong chat luong | phét trién cac k¥ niang san €O dung mai
cao on dinh chién lugc «Giir chan nhan vién chu chdt | 9504

*Dao tao doi ngli

l&nh dao, quan ly y

=~




Boston retail: ban d6 chién lege va cac thude do (phong tiép thi)

Ban d6 chién hroc Bang didém can
bing
Muc t1éu cia phong Marketing Thwoc do Muc tiéu -
- Téng ting tneémg doank tha - Eat mirc ting trwdmg doanh thu 150%: trong vong 5 nam|
- 'n:jpha‘n - Bat dwoc e tAng tredms 123 vé thi phin (3 nim)
- 54 hmgﬂmhnngmm -D.{n'icr:ahmzmm]ungnam
- Tang trodmg khai lrong trén mai - Tang 15% khoi lrong mii cira hans mdi ndm
cira hang - Bzt mnre do bai long trén 20% trong vong &
- Danh gia sir hai long cda khach thanz
I:u'lng - Pat Jiém :0 ngwei mua s&m bi an trée 92% trong
- Ditm mgrel mus sam bram | | VeAgOMREmE T T T T T T T T T T T T TTTTTTTTTC

- % doanh thu tr cac mat hans moi EamhanHG“ﬁdnnnhtlmhmgnmmcn:mnhangmm

- % doanh thu br gidm Jiem - GiF doarh 30 hang ném nrvidc ba gia dwewi
15%
~ - Doach x5 36 latrér moi giao | - T2nz doanh 30 46 2 cho m@i giap dich lén 20% |
- HRTITE dich treng vong 9 thans
hzchuura — ' - Ehdp sat nhin vién - Bat 80% mrc 40 hai lons trong mot nim
phat tnen | Gaotzo - T¥ 18 zift chin phin vién - Ting tf 1& giff chin nhin vidn 18n 50% trong vong
: : 18 thang

Ngudn: Robert Simons (2018): Module 9, xay dung thé diém can bang, HBS 9-117-109
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Ban d6 chién luoc - khu vuc cong

Mission

T

Customer

Who do we define as

our customer? How do

we create value for our
customer?

Financial T Internal Process

To satisfy customers

How do we add value <—<S,trategy> while meeting bugetary
for customers while constraints, at what
controlling costs? ¢ business processes

must we excel?
How do we enable
ourselves to grow and
change, meeting
ongoing legislative and
citizen demands?
Employee Learning

and Growth

Ngudn: Niven (2002), xay dung thé diém can bang, HBS 9-117-109
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Massachusetts Department of Revenue Strategy Map — FY17 - FY19

Mission: To collect the revenues, support the lives of children, assist cifies and towns, Vision: Conduct our operations in a manner that inspires confidence through innovation, customer
and provide crtical informafion to stakeholders cenitricity, infegrity, and transparency
" Achieve better performance, Support the Mission of the Department of Revenue e I
: : . Provide professional and reo
g efciency, and Mm ; ol Bring to bear proven and serwie to :scl’?nwr c::c:mL=.-I;I:"'.'"L'-ILlearl“I;E.ln's
o ' .E"?“’f‘s"_"“""‘s"’"i‘“_nc_‘"!..---- . g innovative approaches from both / S I
o D S public and private sectors to % D - _
= A hiewe P ance _ ey enhance the Department’s " Enforce laws in a consistent, o
tax, child support, a,-,d'::-,unicipﬂ ,«-’”;7 y effectiveness in achieving its i !‘\\ transparent, objective, and fair
finance laws — T mission o : e . manner o
= Inspire confidence and collaboration in the Communities, Businesses and Citizens that we serve
% Enabling Innovative Supportive Transparent Guiding
= —~ Promote clear : =
= Prepa ities, t i - Prowvide consistent, tinely
w0 business-:; G:%Trﬂim?uals Leverage technology to DOR to become a - communications to and accurate
5 for succoss through streamline the “red tape” partner” to constituents in taxpayers, individuals, and dissemination of the “right
[ ] constituent “self-service” _ntandcﬁ w-iﬂﬁjDoélR r;g;ckey of municipalities through a information” to the “right
- interactions s warety of outlets (wel, i
wherever possibile o T ) constituency”
w
@
wa
w
s
(=]
e
all
@
-
| —
]
=
o Retain and Attract Quality Talent
oy = Foster culture of proactive communication and Information Assets Promote and implement employee training
= '§ collaboration across divisions Infrastructure and processes in place to support Focus on professional development and
E O «Be proactive and mission-driven planning, execution, assessment, and succession planning
(1] (D] Develop a culiure of accountability, integrity, improvement of the Department over time Build clear career paths
3 consistency, and a sense of urgency Knowledge sharing as a value Establish strong recruiting channels

=Promote ethical behawior Leveraging GeniSys, COMETS HD, and Gateway

S3NO0ILNO

SY3AIYA




Bang diém can biang: Khung chién lrge cho hanh dong

Lam rd, cu thé hda tam nhin
chién luoc:

+ Lam sang to tam nhin

+ Pat duogc su dong thuan

Truyén dat va ket no: Hoc tip va phan hoi chién lugc:
+Truyen dat va giao duc + Tuyén bd tam nhin chung

+ Thict lap myc tiéu + Cung cap phan hdi chién lugc

+ Két noi cac phan thuong + Tao diéu kién thuan lgi cho viéc hoc tap
voi cac thude do két qua va danh gia chién luoc

hoat dong

l

Lap ké hoach, dat muc tieu:
+Dat myc tiéu Ngeudn: Robert S. Kaplan and
Z R , , o K o K uon. .
+Gan ket cac sang kién chién lugc vaid P Norton “Sﬁpdung the

+ Phan bd ngudn luc didm can bing nhu mot hé théng
+ Thiét lélp CAC moc quan ly chién lugc”, HBR, 1996.
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John Doerr, 2018, Lam diéu quan trong
(Measure what matters)

Suc manh cua OKRs:

Tap trung va cam
két voi nhiing uu
tién hang dau

Sap xép va két ndi Theo ddi va tinh M¢ rong quy mo
cong viéc nhom than trach nhiém de but pha

Lo1ich cua OKTs: FACTS

Tap trung Nhat quan Tan tam Theo doi Vuon 1én
(Focus) (Alignment)  (Commitment) (Tracking) (Stretching).




MBOs vs OKRS

MBOs (Managenjent by Objectives) OKRs (Objective§ Key Results)
Quan tri bang muc tiéu Muc tiéu va Keét qua chinh
“Cai gi” “C4i gi” va “lam nhu thé nao”
Hang nam Hang quy hoac hang thang
Riéng tu va cd lap Cong khai va trong sudt
Tt trén xuong Twr dudi 1én va tir bén canh (khoang 50%)
Gan chit muc tiéu va tién luong Hau nhu tach bach véi tién luong

Khong thich gip rui ro Hing hai va day cam hung
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CANH BAO

Muc tiéu co thé
khién tao ra nhiing
161 hé thong trong
doanh nghi¢p néu

cac muc tiéu do
chi tap trung ¢
dién hep,

tao ra nhirng hanh
v1 trai dao duc,

gia tang rui ro,

giam su hop tac
gifta nhan vién,

giam dong co lam
viéc

Can than khi &p
dung cac myc
tiéu trong to
churc
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